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INTRODUCTION 
I. · The Problem 
A. Background 
vVi th the rise of scientific management and the 
streng th of organized unions, there has been an increasing 
tendency to examine more closely the individual worker and 
those factors which tend to influence his production and 
welfare. It is this study which has brought to li ght and 
scrutinized the effects of grievances upon the worker. 
Prior to the turn of the century, the complaints of an in-
dividual member of an organization's working force were 
paid scant heed. Today, more and more attention is being 
paid to reactions on the worker level. The benefits to be 
derived from developin g a settled and loyal body of employees 
has led to the establishmE?nt of labor relations as an import-
ant aspect of modern manag ement. In these earlier times, 
unions were unable to devote much attention to the problem 
for they were concerned mainly with gaining recognition 
and promoting the welfare of the mass of workers rather 
than the individual. 
As mana gement discarded the comnodity concept of 
labor and realized that a contented working force was a more 
efficient unit, it made a start toward solving those problems 
which arise between mana g ement and labor. Unionism has played 
its part too. As their strength grew, the unions more and 
more took the part of the worker to aid him in securing rights 
and privileges. The union interest in the individual worker 
forced mana gement to recognize the fact that t h ose policies 
and systems which satisfy t h e group may sometimes be lacking 
in reference to t he individual. 
These t wo factors --- scientific mana gement and un-
ionism --- have concentrated a great deal of thought and ef-
fort in reducing worker complaints. Today grievances are a 
recognized problem, worthy enough to be defined in labor con-
tracts and included in collective bargaining talks. 
B. Definitions 
For a general "dictionary" definition of a griev-
ance, Funk and Wagnall's gives the following: 
"That which oppresses, injures or causes 
grief and a sense of wrong. 11 * 
This is also true of labor grievances, but a more strict defi-
nition is required to prop erly convey the concept. 
Labor contracts often carry descriptive definitions 
as to what constitutes a grievance. Such is t he case in the 
a greement between the Internat i onal Ladies Garment Worker's 
Union and several emp loyer's associations. The a greement 
states that: 
~~ 6, p. 519. 
"All complaints, disputes or grievances 
arising between t h e parties hereto, in-
volving questions of interpretations or 
applications of any clause of this agree-
8 
ment of any acts, conduct or relation be-
tween parties or their members, directly 
or indirectly."* 
The term is even more clearly defined in the con-
tract the American Federation of Hosiery Workers holds with 
the Full Fashion Hosiery Manufacturers of America.. This con-
tract provides that: 
"Any and all matters of dispute, differ-
ence, disagreement or controversy of any 
kind or character between the Union and 
the Employer involving or relating to 
wages, rates, hours, conditions of work 
and the relations between parties •••• "* 
It will be noted that the contract provisions cov-
er the scope of grievances rather than applying a direct 
def'ini tipn to the term. This is due · to several factors, 
the most important being the role arbitration will play in 
the grievame procedure. 
In this thesis the term grievance will apply to 
all those disputes, real or imaginary, expressed or unex-
pressed, warranted qr unwarranted which cause friction be-
** tween the individual worker and management. 
It should be remembered that the term is a limited 
one. The definitions given above must necessarily be broad 
enough to cover all phases of the idea of grievances. The 
concept involved is essentially one of' the individual worker 
versus management. \~ile a grievance may touch on one or 
more points,usually solved by collective bargaining, a griev-
•*50, p. 4. 
~Bf-11, p • 4 70 • 
9 
ance is nevertheless a matter · for adjustment between employ-
er and .employee. Those issues which are part of the union's 
tr~ditional representation of a group of workers {e.g. recog-
nition, contracts, etc.) are excluded. Even grievances which 
are common to several workers may be thought of as common in-
dividual grievances rather than a group protest. An example 
may clarify the point. 
Wages are usually subject~matter for collective bar-
gaining talks. However, if a single worker in a plant con-
siders himself underpaid in relation to the rest of the group, 
or if he fails to receive an increase due him, he has a 
grievance in the field of wages. Despite the fact that the 
union might take his part in the issue, the matter is one of 
the individual versus management. It is not the entire plant 
or union which has the grievance. Similarly, solution of the 
individual complaint will solve all like complaints. Thus, 
in terms of a grievance, it is usually an individual rather 
than a group that is concerned. 
Some authors make a distinction between complaints 
and grievances on the basis of whether or not action has been 
taken on the complaint. In other words, a oomplaint remains 
a complaint until it is ignored, overridaen or, in the employ-
* ee's opinion, otherwise dismissed without due consideration. 
This distinction seems to be a technical one and, for the pur-
* 13' p. 107. 
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pose of this thesis, unduly fine. If an employee fails to 
v bring a compunnt to the attention of his superior, or if it 
is not discovered by some other means, its effect is not 
-ll-diminished nor its solution any the less important. 
C. A Statement of the Problem 
The grievance problem can be divided into many 
phases --- the cause, effect, history, type and source to 
name a few. Again, the question can be divided into proced-
ure or anticipation. Of all these phases, procedure holds 
the greatest interest for most authors --- almost to the ex-
elusion of all others. Procedure is undoubtedly important, 
but failure to investigate the problem in its entirety is 
a serious error. 
This failure to investigate the other phases of 
the problem has resulted in the development of a blindness 
to all but those steps which are taken after a grievance has 
become so unbearable as to drive the employee into taking 
some action. This method cannot claim to be the best way to 
promote good employer - employee relations. 
-~11, p • 4 71. 
-:..'-~40, p. 225. 
"Any program which simply proposes a different 
method of handling grievances is only dealing 
with the symptoms; the real .causes underlying 
the complaints of labor will lie untouched."** 
11 
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Several management devices have been applied to the 
problem, but on~y lightly and without developing methods which 
are designed solely for the aleviation of the grievance. In-
terviewing, the conference and the like are often suggested 
when dealing with grievances, but rarely until such a grievance 
has had time to solidify and become a concrete problem. With 
such devices at hand and ready for use in catching the griev-
ance before it has time to do any damage, it seems only logic-
al to use them. Furthermore, not only has · this blindness re-
sulted in the failure to use existing devices in solving griev-
ances before they reach the procedural stage, but it has also 
prevented the development of new devices for use in discover-
ing and studying grievances --- indeed, it has prevented even 
considering the value of study and discovery. 
In view of the above situation, this thesis intends 
to investigate several neglected aspects of grievances to 
contribute added information to the solution of the problem. 
To the author, -the problem divides itself into two 
phases or aspects. The first or primary phase concerns all 
which comes before tbe grievance enters the settlement mach-
inery. The secondary phase is the procedural one in which 
the grievance is processed through various stages in an at-
tempt to solve it. It appears to the author that too much 
emphasis has been placed on the solution of grievances after 
they have become points of open conflict between the employ-
er and the employee. 
"Anyone can reco gnize .a grievance after it 
has burst into full bloom and tro~ble has 
arisen, but to recognize it in its first 
stage, oftentimes before the man himself 
realizes he has a grievance, to catch and 
settle the unarticulated grievances, this 
is the mark of t he skillful and success-
ful supervisor. tHF 
To this it mi ght be added that it is also the mark of a 
positive grievance program. 
How is management to att emp t to solve these griev-
ances be~re they enter the procedural .stage? In the follow-
ing chapters there are presented suggested methods for dealing 
with the many p roblems which arise when worker complaints are 
treated in the prima ry phase. 
As an aid in the solution of grievances, study and 
the development of a background has important uses. The re-
sul ts of studying will not bring a bout a full-proof grievance 
procedure, but the indirect benefits are great. For those in 
13 
a position which necessitates the handling of worker complaints, 
mere knowledg e of rules of proce~ure is not enough. Ra ther 
than taking the ne gative viewpoint of solving grievances, it 
is necessary to develop the positive attitude of preventing 
or anticipating grievances. For this reason the author has 
included several methods of study as well as the value to be 
derived from trese methods. 
Of the ne glected phases, the sources of grievances 
-l:-19 , p • 59 • 
are not to be overlooked. In line 'With the study mentioned 
above, such sources must be considered an essential part of 
the first phase of grievances. To anticipate or prevent 
grievances, an individual must know why -grievances arise and 
what acts on his part might bring them into ex istence. There 
is a very close relat i onship between the cause, the grievance, 
and the solution, for as the cause determines the form of 
tre grievance, so too ·the grievance su ggests or determines 
the solution. 
II. Importance 
As was intimated in the sections above, the problem 
of grievances has been receiving more attention in recent 
years. The large number of procedures that have been formu-
lated, the material which has been written and published, 
and the studies that have been made are eloquent enough to 
show how important both unions and management feel the situ-
ation to be. Perhaps the best criterion of i mportance is 
the fact that grievance definitions and grievance procedures 
are contained in almost all labor contracts and that griev-
ances are one of the areas in which arbitration is often 
specified. 
The seriousness of any problem can be adequately 
judged by its effects. As far as industrial strife is con-
cerned, grievances range in effect from full-fledged strikes 
14 
to "griping." An unadjusted grievance has a very derinite 
erfect on the worker. An aggrieved employee cannot be ex-
pected to put forth full erfort if he believes the company 
owes him something and reruses to give it to him. 
"Certainly, it is too much to expect an 
employee to exhibit enthusiasm in his 
work when he harbors the conviction that 
the management is 'aginf him, that he is 
being constantly mistreated, that he hasn't 
received a fair deal."* 
It is not the purpose of the author to magniry 
this phase of industrial relations beyond its proper place. 
Since grievances usually involve only one or many workers, 
however, the problem is often submerged by apparently lar-
ger issues. For this reason it is necessary to emphasize 
the problem's importance. 
Industrial plants are set up and operated ror 
profit. With today's high overhead costs and keen compe-
tition, the existence of profits at the end of the year or-
ten rests with the efriciency of the labor rorce. The labor 
force is made up or individuals, and like a chain, is only 
as good as its individual members. This is the point at 
which employee grievances enter. The breakdown or plant 
morale can orten be traced to a single employee. Dissatis-
faction can grow and spread, inrecting one man arter another. 
An aggrieved employee will soon take the attitude that he 
~~-
25, p. 535. 
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and management are in a constant duel to see which can gain 
the advantage over the other. 
Since every possible aid to the solution or griev-
ances is called ror, the author believes the investigation 
into the value or these ne glected phases or the grievance 
problem is warranted. 
III. Work Done ~ Others 
The available selection or works pertaining to em-
ployee grievances is quite large. The de gree of development 
is fro m vague references and brief articles to texts and 
case studies. Texts designed for the classroom cover the 
problem in varying depths, and handbooks, manuals and the 
like follow suit. The subject seems to have particular ap-
p eal ror those who wr i te in trade journals --- indicating 
that the problem has interest for all phases or industry. 
The psychoiogical aspect of grievances has less 
coverage t han might be desired. The underlyihg causes ---
tho se attributable to the 11human element" --- might provide 
greater insight into the problem if they could be brought 
to light. Comparatively few of these articles refer to the 
cause and soluti on in the strict sense. The major theme is 
keeping the emp loyee content by the use of such devices as 
color, music, or by making him feel important and useful. 
There are two noticeably lacking points in the 
16 
majority of the sources. One concerns the comprehensive 
clas sifica ti on of the causes of employee grievances. Mate-
rial otherwise detailed tends to pass over this point, pos-
sibly giving several examples or cases to illustrate how a 
grievance might arise. BPief and very general classifica-
tions are the usual. 
The second point has been referred to berore. 
The study of grievances from a point of view other than 
procedure is hardly touched. The greatest number of authors 
open their works with a definition of grievances and go di-
rectly into the development of a procedure. This seems no 
more logical than buying an automobile ~nd starting to drive 
it without any instruction whatsoever. 
It is this lack of study Which bas led to the at-
tempt to develop new devices and new applications of exist-
ing devices in re gard to the grievance problem. The apparent 
incompleteness which exists when the problem is looked at 
from the point of procedure alone is unrelieved in all but a 
few cases. References to the discovery of grievances are 
very rare. Implied treatment of complaints prior to the 
procedural stage are contained in many writings, but without 
enough depth to produce real information. For example, the 
counselling interview has its greatest use in treating worker 
grievances, but it is almost invariably referred to in terms 
of treating the grievance after it has developed into a real 
17 
problem ratrer than in terms of discovering it at its earli-
est possible stage. 
IV. Method of Approach 
The general, underlying point of view in this 
thesis will, of necessity, be that management might be ex-
pected to take. Because of the traditional role unions play 
in American industrial life, the problem must be looked at 
through the employer's eyes. The maintenance of plant effi-
ciency and morale are, except in a few noteworthy cases, 
left to those who run the plant. 
From still another point of view it is necessary 
to look at the problem as management sees it. The first 
step toward solution and the degree of follow-through are 
up to management. In the .final analysis it is· the prerog-
ative of the employer to refuse to settle a grievance. 
Neither the union nor the employee is likely to prefer the 
continued existence of the grievance to a solut~on. 
An attempt has been made to follow the course of 
grievances logically and include all the elements which might 
affect this primary phase. New use is made of systems and 
procedures we ll-known to mamgement, and, in several cases, 
little used methods are suggested. The general method of ap-
proach might be described as an attempt to bring all possible 
aids to the solution of the problem to bear on grievances 
before they enter the procedural stage. 
18 
CHAPTER I 
DISCOVERING ~1PLOTI~E GRIEVANCES 
The whole point in discussing and surveying the 
grievance problem is the ultimate solution of those griev-
ances. A realistic program endeavors to aleviate conditions 
which cause friction between management and the employee by 
the speedy app lication of remedial measures. In the construc-
tion of a comprehensive program, however, the first problem 
facing the planners is the discovery of the grievance. This, 
apparently, is a simple matter --- until one considers the 
implications of the concept of a grievance. Narrowing the 
definition down to a written complaint will solve many of 
the problems of a grievance study, but it will not adjust 
those other~sputes between the employee and employer which 
are not formally brought to management's attention. They 
will continue to exist no matter what they are called and, 
since they do exist, they must be faced. The negative atti-
tude of waiting until notification is made and then acting 
only within the limits of the problem as set forth will in-
deed make for a less strenuous program, but will it be the 
best procedure? The author thinks not. 
By referring back to the Introduction, we find 
that the dictionary definition of a grievance includes the 
idea of anything which causes a sense of wrong. In apply-
19 
ing this definition to industrial disputes it is important 
not to lose sight of the fact that a grievance is not limit-
ed to "big" disputes nor to those which fit a specific mold. 
A sense of wrong may develop from a variety of sources and 
it is not an inherent necessity that the source be written 
or even expressed!~ The employee who carries an unrevealed 
"gripe" is just as much in need of reaching an understanding 
and settlement with the company as the one who works his way 
through elaborate grievance machinery. The problem of es-
tablishing better employer - employee relations must take 
into consideration the grievance which is unknown to manage-
ment. 
In developing a more p ositive attitude toward 
solving grievances there are ma~y tools at hand which may 
be used. The major problem in the first step --- discovery 
of grievances --- is the matter of communications. The vast 
distance which lies between management and the worker in the 
modern corporation makes the uncovering of employee complaints 
a difficult task. Lines of communication often fail to trans-
mit the complaint and bring it to the attention of those in 
authority. Grievances, to be properly solved, must be known. 
Any situation which disturbs a worker is not improved by the 
"* apparent indifference of mana gement. 
The need for discovering grievances assumes that 
~· See footnote, Pa ge 14. 
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one of two defects exists. Either top management is being 
kept in ignorance of their existence by the lower levels of 
authori~ or the worker finds it difficult to voice his com-
plaint. The only other alternative is the grievance which 
management is aware, but for some reason does not see fit to 
solve. This, however, is in direct contradiction to the aim 
of good industrial relations. The problem on which management 
and labor take opposing points of view and refuse to yield 
must necessarily enter the procedural stage. This, however, 
is beyond the scope of this thesis. 
Today the first defect --- ignorance on the part 
21 
of management --- is not too important. Even if the foreman 
fai~to realize the importance of quick and competent settle-
ment, the unions have usually made ample provision for calling 
attention to the employee's grievance. In the second case 
there is also little excuse for management to remain long in 
ignorance about problems on the worker level. There are sev-
eral devices by which grievances can be uncovered. 
The inability of the worker to express his complaint 
comes about through a fear of reprisal or a lack of under-
standing of the cause of his complaint. This lack of under-
standing on the part of the worker is readily s e en in the case 
of the employee who constantly complains about his work, pay 
and the company in general. It is apparent that the cause of 
these complaints cannot be attributed to every ' phas e of the 
individual's relations vdth the company, but rather to some 
cause which is not perceptible to him. The complaints stem 
rrom a hidden dissatisraction which must be revealed berore 
adjustments can be made. 
Consider the rollowing case: A newly hired em-
ployee is placed "temporarily" on a job he does not want or 
like. He takes the job with the promise or an eventual trans-
rer to a more preferable position. Ir, due to some unrorseen 
22 
circumstance, the transrer is not made, reelings or disappoint-
m~nt and bitterness will arise. Since some outlet ror these 
reelings must be round, it might well take the rorm of con-
tinual "griping." While such a cause touches upon the prob-
lems of those in charge or the selection and placement or 
workers, the complaints are real and must be dealt with in 
the same manner as any other grievance. To allow these griev-
ances to remain buried in the individual is similar to allow-
ing a malignant growth to go untreated. The situation can 
only become worse as time passes. 
* 
"Complaints that furnish approv.ed ror-
mats for latent discontents, on the 
other hand, often produce reeling and 
behavior that can rairly be described 
as •excessive' in terms of the explic-
it dissatisfactions articulated by the 
aggrieved employees. The employee may 
stew about his v~ongs and dilate upon 
them to anybody who will listen. Or 
he may inrlate his grievances, rinding 
some fresh cause ror dissatisraction 
almost as the given cause has been con-
sidered."* 
17, p. 100. See also 20, p. 58. 
While tre devices given below may be enlarged upon, 
the author feels that only the phases presented have real 
value insofar as grievances are concerned. 
I. The Interview 
As a method of discovering grievances, especially 
undisclosed grievances, the interview is perhaps the best. 
Essentially, and ideally, the interview is a discussion be-
tween a worker and an impartial counselor who has advisory 
powers in mana gement .. The advisory powers are enhanced by a 
"direct lire" to the sources of authority where immediate 
action can be taken. This device, if properly practiced, 
doesaway with most of the obstacles in the exchange of views 
between management and the employee. It gives the individual 
a chance to unburden himself to a sympathetic listener. 
11 To the worker, the counselor stands in 
a unique relation. He is the one person 
to whom the worker can turn who is whole-
heartedly interested in him and what he 
has to say, who is always friendly and 
sympathetic and never critical, who never 
tries to judge or direct but only tries 
to understand the way he feels. The 
counselor is the one person to whom it 
is safe to talk, to whom you can critic-
ize your boss or your wife without worry-
ing about it getting back to them, and 
to whom you can express your secret fears 
and weaknesses."* 
As applied to the grievance p~oblem, the interview 
23 
has a two-f'old purpose: (1) to settle grievances and (2) to 
discover grievances. The f'irst is not the concern of' this 
thesis except to point out that this use is a limited one due 
to the higher echelon decisions .which must of'ten be made. 
The general rules wh ich apply to .all interviews 
hold true in the grievance interview. As a matter of' f'act, 
the process of' the grievance interview is usually contained 
in one of' the standard* interviews used in industry. It 
should be kept in mind, however, that evidences of' f'riction 
are being looked f'or. 
In the attempt to discover grievances, the process 
of' interviewing has two advantages: the removal of obstacles 
and a chance f'or speedy settlement. The first is based main-
ly on past behavior of' the interviewing process. If' it has 
been honestly carried out, the worker has no doubts about 
"coming in and talking it over." Such obstacles as signing 
papers, the lengthy processing of grievances, and the f'ear 
of' hostile acceptance are eliminated. 'l'he rapid settlement 
is possible when the interviewer can cut through red tape 
and take action directed toward a settlement as soon as he 
has the f'acts. All too of'ten the modern business loses 
sight of' the f'act that it is dealing with human beings who 
have emotions and f'eelings which eff'ect their every move. 
~f-16, p. 77-85. Six types and their uses are pointed out. They 
are: preliminary, hiring, f'ollow-up counsel-
ling , routine, administrative and separation. 
24 
* Delay may often prove costly in many ways. 
A. Qualifications of ~ Interviewer 
In an interview which has as its major function to 
disclose grievances, the ihterviewer must possess certain 
qualifications. To adequately point out the qualifications 
of an interviewer, we must distinguish between those required 
of the individual and those required of the job. The first 
are personal qualities which must be found in the interview-
er as a man. The second type are requirements of the job if 
it is to be properly carried out. 
The interviewer may discover grievances in either 
of two ways: {1) the employee voluntarily brings his grievance 
in, or, (2) it is discovered in the course of an interview 
for some other purpose. In either case, the interviewer must 
first have the ability to listen. 
Vfuere the worker voluntarily brings in a grievance, 
he will give his version of the problem with little or no en-
couragement. The interviewer who is able to sit back and let 
the man finish will usually get all the facts necessary to 
start an investigation and still steer clear of confusing the 
worker or give the impression he is skeptical. 
Explanations are often of the greatest value during 
the interview. A grievance resulting from a misunderstanding 
can be resolved immediately if the one conducting the inter-
view can explain facts and policies clearly to an individual 
·~ . 1, p. 255. 
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who is emotionally overwrought. The part played by dissemin-
ation of facts is brought up later in more detail. 
The fourth personal quality is deduction. It is 
necessary in many cases to go be'hind the stated cause of the 
comp laint and find the real reason. Disguised complaints are 
* an all too frequent occurance to be ignored. 
The obvious importance of knowing something about 
those things which motivate men makes it unnecessary to de-
velop the point. However, along with a knowledge of men there 
is ~ed a knowledge of the sources of grievances. The inter-
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viewer must know from where grievances spring and what elements 
the complaint must p ossess to f all into a certain category of 
grievances. 
The qualities necessary to the job are t h ose which 
will promote both the solution and the discovery of grievances. 
Thus, the position should carry with it the ri ght to contact 
workers at any time in the interests of doing the job. Under 
such circumstances, the counselor is able to interview the em-
ployee at the time he thinks best,, whether it is because he 
feels there is some discontent to be dealt with or for a mere-
ly routine check-up. The job should possess the ~uthority to 
start action on the grievance as soon as the grievance has 
been discovered. This does not mean the counselor will give 
orders to line and service officials. Rather, the action 
. ... 
"'11, p. 476. 
taken would (depending on the grievance) be to recommend 
changes or p oint .out solutions to those concerned. The ac-
tion is advisory and the degree to which the advice is ac-
cep ted depends upon the policy of the company in regard to 
such rna tters. 
It is also necessary that the interviewer's job 
have that often-forgotten quality of good communications. 
Such a quality should a pply to upper as well as lower lev-
els of authority. 
B. Time, Place~ Conditions of the Interview 
The surroundings of the interview are also import-
ant in that they either lend aid to the proce s s or complicate 
it. · While it is not within the scope of the grievance prob-
lem to consider all the rules of interviewing, certain ones 
are of value when applied to the discovery of grievances, 
The general principles in regard to time, place and conditions 
are given briefly below. 
1. Time 
The interview should always be conducted on com-
pany time. To have itotherwise is liable to open mana gement 
to charges of stalling or make itdifficult for the worker to 
get in touch with the interviewer. This is particularly true 
in view of the fact that the worker is already suspicious and 
hostile toward the company. No fixe d limit should be set. 
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The purpose of the interview is to allow the worker to unbur-
den himself of his complaints. He should be given all the 
time he needs. 
2. Place 
It may be said that the interview can be held any-
where. It is not necessary to have ideal surroundings to 
hear a worker's case. Whether in a well app ointed office 
or at the worker's bench, the most important thing, in the 
case of grievances, is to reach the worker while he is wil-
ling to talk and before he can take any hasty action. 
3. Conditions 
In brief, the conditions are any which may promote 
a meeting of the minds. The discussion should be carried 
out in a congenial atmosphere in which it is obvious that 
the interviewer earnestly desires to aid the worker. Above 
all, the worker's point of view must be taken into consider-
. ation. For this reason the worker may make his own condi-
tions (e.g. having the shop steward present). 
C. The Counselling and Follow-Up Methods 
Of the different type standard interview given 
above, three concern the grievance investigator. The coun-
selling and follow-up methods are taken first because they 
are the first to occur chronologically. They are taken to-
gether because they are very similar. The exit interview 
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is considered separately. 
The follow-up type interview is the first oppor-
tunity to settle certain types or grievance before they be-
come deep-seated and complicated by emotions. The adage 
"striking while the iron is hot" might well be applied here. 
A recently hired worker passing through the. adjustment stage 
presents a great opportunity for removing grievances and 
possible areas which will cause future grievances. Misun-
derstandings which had their basis in the hiring stages 
have had time to crystalize into cmc:rete grievances. 
Take for example the employee who was given in-
sufficient information in regard to bi s future duties or 
the computation of h i s pay. Because of the lack or infor-
mation, he may reel let down or perhaps deceived by the 
company. An interview at this time bas special value. In 
answer to the question, "Is everything all right?", the an-
swer might well be: "Yes, but ••.• 11 Explanations or ad·just-
ment s at this point clear up the "but" part or the answer. 
The follow-up interview takes place shortly after 
the worker has started his job. The name or the interview 
itself is revealing. It is a follow-up on the hiring and 
placement phase. Its purpose is to uncover dissatisfactions 
which may have arisen between the time the individual was 
hired and the time he fully realized his position in the com-
pany. 
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The counselling interview is applied to a later 
stage of the worker's employment period. At any time after 
the adjustment period is over, a difficulty may crop up. 
If the signs -l..~ of a grievance are recognized and the man 
brought in cent act with the personnel department, there is 
an opportunity to catch the grievance before it has a chance 
to develop into something larger. 
A counselling interview may either be required of 
the employees at intervals or it may be available at any 
time it is desired try the employee. The latter system has 
the advantages of being less subject to becoming a mere for-
mality and being available for the employee's use at a time 
when · he most wants it. These are offset by the disadvantage 
of being forced to sit back and wait for the employees to 
bring in their grievances. It is possible to remove this 
disadvantage by one of two methods. Either train supervi-
sors to be alert and recognize the signs of discontent or 
combine the two methods to gain the advantages of each. 
This V,rpe interview will demand the most in the 
way of tact and diplomacy from the interviewer because he 
will be dealing with an employee who is already at odds with 
the company. It is also necessary that the interviewer have 
the knowledge that he has the right to take necessary steps 
to bring about a solution. He must be able to make assuranc-
es {fairness, action will be tak en) to the aggrieved worker 
* 20, p . 58. 
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and be certain in his own mind that he can carry them out. 
Some active step~ be taken if there is a legi-
timate grievance. The interviewer must also be able to call 
the cause of the grievance to the attention of the proper 
department head and be sure remedial measures will be taken. 
D. The Value of the Final Interview 
The third type interview, the final, exit or sep-
aration interview, has special value to management. An inter-
view of this type will, if properly handled, reveal the most 
serious shop defects --- the ones that cause the employee to 
quit. This is not to suggest that the separation interview 
wil l reveal only grievances. All these different interviews 
have value to tbe other aspects of mana gement, but at the 
srune time their utilization in discovering grievances is im-
portant. 
If an employee leaves the company on a purely griev-
ance matter, there is an apparent need for investigation. The 
final interview has two beneficial potentialities. First, the 
employee may be retained. The money, time and effort involved 
in training the worker will be saved and the source of the 
grievance removed or nullified. The other possibility is that 
even if the worker leaves, a situation which may cause fu-
ture difficulties will be uncovered. The task of removing 
the source is the next step, but the important thing here is 
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that the cause was found. Its possible future effects on 
other workers must l:e noted and if. found serious enough, it 
must be eliminated. 
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CHAPTER II 
DISCOVERING EMPLOYEE GRIEVANCES (CONTINUED) 
II. The Questionnaire 
The questionnaire is usually used in connection 
with the determination of morale levels. Since the number 
and kind of grievam es are an integral part of t h e level of 
morale, it (the questionnaire) can be very useful in discov-
ering whether or not grievances exist. 
"A study o:f employee attitudes to be o:f 
greatest~lue to the management o:f an 
employing organization should provide 
(1) :for over-all general job morale, 
{2) for ~ opportunity on the part of 
the employee to express his attitude~~ 
Iirge number o:f speci:fic points concern-
ing his job, working conditions, his ~­
lationship to his fellow employees, his 
relationship to his superiors, his under-
standing o:f managerial policies;-ind so on, 
and {3) for an evaluation of the specific 
attitudes and beliefs in terms of their 
correlation with general morale."* · 
A. Principles o:f Formation 
Insofar as grievances are concerned, the design of 
the questionnaire is very important. The major point is to 
reveal areas where discontent lies. If this goal is to be 
accomplished, certain elements must be taken into consider-
ation. 
*16, p . 441-442. ( Emphasis is the author's) 
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First of . all, interpretation will become highly 
important. This is necessary on the basis of the fact that 
it is not the purpose of the instrument to come out bluntly 
and ask what grievances the worker might have. Instead, 
the grievance must be deduced from the answer given to quer-
ies on matters related to morale. 
To give an example, if the following question were 
asked: Do you consider your foreman: 
a. Too easy 
b. Strict 
c. Very strict 
d. Overbearing 
e. o. K. 
and a large number of thos e answering the question should 
choose the (d.) selection, there is a definite indication 
that an investigation for grievances should be made. Again, 
if the morale score should be low for a single department or 
classification of employees, further study should be made with 
an eye toward specific grievances. 
However, this leads to a consideration of the de-
sign of the questions, for, depending upon the aim of the 
survey, the same questions may be used to bring out different 
points. 
Multiple choice questions are suggested be cause 
they provide an opportunity to get returns in terms of stan-
dard answers, thereby eliminating the confusion which results 
wren each worker gives his own individual answers. These 
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standard answers allow e xact comparison between the results 
or departments, plants or firms. Furthermore, the multiple 
choice type question provides various shading s of answers 
which the employee mi ght not consider. If this method of 
formation is used, it also has the advantage of reducing any 
fears which the emp loyee may have about the identification 
of his handwriting . 
Such fear stand s in the way of another provision 
in designing a questionnaire. There should always be space 
in which the emp loyee may add comments on his answer or on 
phases not covered by the survey. Individual differences 
make this necessary. In the case of the individual worker,1n 
his qualification of an answer or comments, he might add on 
the matters in a general way reveal what is being sought 
discontent. Again, the space mi ght be utilized for writing 
a specific grievance. 
In connection with the fear of identification men-
tioned above, it is best to use an anonymous form (as opposed 
to the type which requires the employee's si gnature). 
B. Use of the Questionnaire 
Questionnaires may be used to determine whether or 
not discontent exists in specit"ic areas or may cover all the 
major phases of emp loyer - emp loyee relations. 
The range of coverage in a questionnaire varies with 
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the purpose and desires of management. For the purpose of 
discovering grievances, the following list is suggested: 
a. Wages 
b. Working conditions 
c. Supervision 
d. Seniority 
e. Promotion, transfer, and discharge policies 
f. Non-economic 
Each of the general headings should be broken down 
in detail by the questions to locate specific sources of dis-
satisfaction. 
The number of people covered by the survey can range 
from one department within a plant to several companies in 
the same industry. No doubt, within certain limits, a ques-
tionnaire may be used to determine the attitudes of ~ single 
individual. However, the method is generally designed for 
use with a large number of people. 
The frequent use of a questionnaire is ~bviously a 
mistake. To force merelY, routine answers from the employees 
destroys the value of the device. Questionnaires should be 
used sparingly --- not more than twice a year. 
The relationship of cause and effect between the 
questionnaire and any action taken should be clearly shown. 
Vfuen an area· of discontent is disclosed by the survey, the 
steps which are taken should be attributed to the survey. 
This assures good reception of future questionnaires. 
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C. Further Considerations 
To fully cover the subject, several other points 
must be made. As with the above sections on the question-
naire, only those points which have to do with grievances 
are given. The complete attitude survey requires other 
* considerations as well as those presented here. 
1. Interaction of the Questions 
Tn the formation of questions to be included in 
the survey, it is often desirable to check the answers by 
means of asking the same question several times in different 
ways. Thus supervision might be covered by questioning 
first super vi si on in general, then in regards to the super-
visors in the employees' own department, and finally questions 
concerning general company policies in reference to super-
vision. This gives a measure of the validity of the answers, 
for each should check ratrer closely. The internal relation-
ship may also serve as a means to show whether or not the 
discontent is the fault of policies or individuals. 
2. Comparison of Answers 
The questionnaire may be considered individually, 
by departments, by plant or by company. Herein lies the ad-
vantage of using standard questions for each unit. Compar-
isons may b·e made quickly and without too much effort. Com-
~:t-See 2, 538-539; 1, p. 689. 
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parison between units point out differences and, after 
norms are established, serve as guides in interpreting 
the survey. The level of reactions to the questions from 
period to p eriod wil l give a clear picture of the changes 
in attitude of the employees in the various phases of la-
bor - management relations. 
3. Non-economic Considerat i ons 
Those complaints which arise from non-economic 
sources must also be covered in the questionnaire. 
"Any management which i s not wholly 
familiar with these non-economic causes 
for unrest and dissatisfact~on is work-
ing in the dark. Any management which 
does not consider these non-economic 
causes of dissatisfaction seriously is 
neglecting one of the greatest reasons 
for lack of confidence in mana gement. 
Much of the constant bickering and 
strife wh ich blight some industrial 
operations is directly caused by manage-
ment's failure to accurately determine 
employee attitude. The tragic conse-
quences af this failt~e on mana gement's 
part is all the mor e tragic because in 
t he ~eat majority of cases emp loyee 
attitude can be vastly improved without 
cost to management and without anybasic 
change in working conditions, operations, 
or rre thods. "* . 
Grievances are not caused solely by low wages. 
Various studies have shown that employee desires for steady 
work, gocd working conditions, etc. often outweiglit high pay~* 
.;:-1, p. 689. 
~ .. ~~ 12, p. 268. 
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III. The Conference 
The use of a committee to seek out sources of dis-
satisfaction may often be carried out with little change in 
the existing company organization. Many firms have set up 
boards to look into various phases of industrial life. The 
author bas found that a grievance committee is specified in 
numerous labor agreements as part of the grievance procedure~ 
I~ is a simple matter to extend the fUnctions of these com-
mittees to considering the discovery of discontent. 
In perfecting the lines of communication as an ef-
fort to discover and treat grievances, the conference is the 
broadest method. This device has great potential value. 
Whether carried out by direct-line (i.e. between union offi-
cials alone or by mana gement officials alone) or cross-line 
(i.e. between union and management officials together), it 
has the advantage of consultation of the two groups of lead-
ers. Union officials, with union objectives in mind, see 
the possible sources of grievances as they might exist to 
those they represent. The same is true of mana gement. Fore-
men and stewards who are ~n direct contact with the workers 
every day have a chance to exchange points of view. The sour-
ces of danger which exist in one department might well exist 
in the others and a common remedy may be applied. These of-
ficials, both union and mana gement, have an opportunity to 
*see Chapter on 11 Gr>ievanc e Survey" 
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analyze and compare their impressions of the situation at 
the conference table. Experience plays its part by enabling 
the conferees to compare present with past situations. 
The conference method is developed in greater de-
tail ih the followin g chapter. The fundamentals are the 
same, it is just the application to discovery of grievances 
which is different. 
IV. Suggestion Systems 
Suggestion systems are usually designed with the 
thought of eliciting technological innovations. However, 
such a system may also be used to disclose sore spots. 
"Suggestion systems are usually installed 
with the objective in mind of improvements 
in methods or procedures. Frequently when 
suggestion systems are first installed, 
more su ggestions are filed pertaining to 
working conditions and personnel matters 
than to methods or procedures."* 
Thus it is that another means of discovering griev-
ances is developed from an existing device. The purpose of 
having the employee make suggestions as to changes which he 
thinks should be made should not be restricted to the pro-
duction phase of the business. It should be the policy of 
the company to accept freely all suggestions whether they 
refer to production, policies or services. 
Such suggestions must be evaluated and, in relation 
to grievances, met with the question, "vVhy is such a change 
"'*'16, p. 42'7. 
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desired?" Is it because he has a difficulty or grievance the 
way things are set up now? Suggestions which point out a 
change which could be made are based on the premise that the 
new way is an improvement over the old. The question becomes, 
is the change desired because the old method contained some 
intolerable feature? If so, what is the specific complaint 
and bow can it be cured? 
Investigation is required · to answer these questions. 
The start or indication of the need for investigation is giv-
en by the employee in his suggestion or request. To quote the 
president of a company which makes use of the suggestion sys-
tem in the grievance problem: 
-'Jo 
21, p. 9. 
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••• Then, just to make sure that all the 
cards are on the table, the company main-
tains, besides the suggestion system for 
production ideas, a 'question and request 
box'. Employees are urged to submit in 
writing on special numbered forms any 
questions or requests for information, 
or grievances. Such communications may 
be signed or unsigned. Questions and 
answers are posted on the bulletin board. 
At the employee's option, the answer is 
given directly to the person requesting 
tre information. 
Correspondence through the 'question 
and request box' gets top priority han-
dling in the personnel department, or by 
Wheeler {tbe president) himself. No bona-
fide request has gone unanswered. More 
than a 'gripe box', the system supplements 
worker - to - foreman grievance handling. 
But even more important than that, it puts 
every one in management on his toes, keeps 
management's industrial relations policies 
up to date, clearly stated and understood.u* 
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1. Principles 
The first requisite is the trust the employees put 
in the system. Unless this element is present, the method 
will be a failure. The worker who suggests a change because 
of something that disturbs him puts his faith in the implied 
word of In9.nagement that such a su ggestion will not be regard-
ed as impertinent or grounds for reprisal. The widespread 
tendency to ridicule tbe "gripe-box" will prove fatal, for 
respect for the system is necessary. Such respect comes only 
after the worker has been sold on the idea that management 
is being honest and sincere. 
, Availability and action are the next two points. 
It is apparent that the worker must l:ave access to the system 
if be is going to use it. Strategically located boxes solve 
this problem. The action is important if the employe.es are 
to feel that the system has any use at all. Cause and effect 
relationship must be shown here also. Any improvement brought 
about by use of the suggestion system must be publicly attri-
buted to that system. 
Industrial Relations or Personnel departments are 
the most logical administrators of the processing of the sug-
gestions. Whether a joint employee - employer committee is 
used to investigate or just a member of the personnel depart-
ment depends upon management's policies. 
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v. Turnover Rates 
Turnover rates are usually useful only in a gener-
al way. Comparative figures for the number of grievances 
in similar types of industry in the same labor market may 
show a marked difference in rates for two companies. This 
* may be an indication of unrest due to grievances. The meth-
od is general, rut one which is readily available to most 
f -'- -l:-?1-.u.·ms. 
VI. Other Methods 
"Indeed, the whole personnel program has 
direct relationship to grievances, so that 
every phase of it may well be analyzed to 
discover whether (1) it is a source of dis-
satisfaction or (2) it is as effective as 
possible in preventin~wisunderstandings 
and dis satisfaction." ,t--
One may consider such things as letters and re-
actions to plant newspapers, information which comes through 
the various service functions which are in contact with the 
worker, production records, absenteeism, and a host of other 
mediums as methods of discovering grievances. However, these 
methods lack the availability or validity of the other meth-
ods presented, and may be regarded as signs or indications 
rather thanmsdiums. The cost and work involved in setting 
up a program around them is also prohibitive. 
*13,pp. 103-104. 
-~H~2, PP· 92-160 • 
..;p~-~25, p. 536. 
CHAPTER III 
DEVICES FOR STUDYING GRIEVANCES 
The previous chapter dealt with the discovery of 
grievances. This in itself is not enough, for the mere 
knowledge that grievances, complaints or "gripes" exist 
does nothing to relieve the situation. In addition, any 
hasty action may result in even larger problems. It is, 
therefore, logical that the next step is to study these 
grievances which have been uncovered to see what can be 
learned from them. 
The positive attitude toward the problem has been 
brought up in previous sections. How does this study tie 
in with developing such an at t itude? Firstly, no real pro-
gress can be made unless there is knowledge upon which to 
build tbat progress. Working with grievances and attempting 
to solve them in such a way as to eliminate all the disrup-
tive factors cannot be accomplished by blind hit or miss 
metb...ods~ This is equally true in the industrial relations 
as it is with the scientist in the laboratory. It there-
fore follows that a certain amount of familiarity with the 
subject must be gained before any cures are applied. This 
is the purpose · of this chapter --- to study grievances so 
that they can be recognized and so that they can be solved 
in logical and comprehensive methods. 
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Secondly, study develops an awareness or the prob-
lem. ~mile it is generally agreed that grievances are a 
11 bad 11 thing, there seems little interest in developing any 
new methods or getting at the problem. Psychologists and 
sociologists are continually pointing out the detrimental 
errects which grievances bring into being. This only serves 
to point out the seriousness or the problem and adds nothing 
to the solution. With widespread interest and knowledge, 
however, mw developments can be counted on. 
The end sought in this study is not a program 
whereby the number of grievances will be lessened, but rath-
er a knowledge which will help bring about such a program. 
The · three devices presented below are methods of seeking 
knowledge of this type. 
I. The Conference Method 
This first method or studying grievances makes 
use of combined knowledge and experience. In essence, a 
conference consists of bringing together various interested 
individuals for the purpose of finding a solution to a prob-
lem by joint erfort. As applied to grievances, the confer-
ence method will cover both intra-management and intra-union 
groups, as well as union-mam gement groups. 
The operation of these groups will vary. Each has 
certain special qualifications which will be taken up in its 
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turn. The point to be reme mbered is that the meeting is to 
study grievances. This does not restrict it to either cur-
rent grievances or, for that rna tter, merely to the grievance 
problem. Whether or not other subjects are taken up at the 
same meeting is unimportant. The essential thing is that 
some effort is made to study grievances and thereby try to 
solve them. 
In comparing existing grievances and underlying 
principles, the principles are probably the more important. 
Solutions are based on principles. There is also the danger 
of becoming so involved in details and solutions that nothing 
is accomplis he d. 
Once it is agreed that a discussion or conference 
may prove of value, it must be decided just who will be in-
eluded. ~~t is desired is to gather those men who can add 
the most to the discussion. Broadly, there are two areas in 
which the meetin g can take place --- management and the union. 
ithin the first, the best suited men are foremen; members 
of the personnel department, and the higher officials of 
mana gement (which includes plant managers, district mana gers 
-
and executive officers). The union is roughly paralle~ed 
with shop stewards, business a gents and union officials. 
The next problem to be solved is whether to include 
all of these eligibles together or find some method of di-
viding them into groups. The solution comes to mind immed-
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lately. Those men are divided into distinct levels by the 
job they bold. It is therefore possible to su ggest five 
combinations. They are: 
1. Rank and file or the workers 
2. Foremen and lower supervisory groups 
3. Shop Stewards 
4. Foremen and stewards 
5. Higher representative levels 
The first of these holds little promise. The av-
era~ worker does not possess the experience in dealing with 
men that is required. This deficiency usually results in 
his taking a personal point of view on matters involving 
workers. Rather than considering the group as a whole, he 
relates a plan or solution to his own status. Foremen and 
stewards, for example, are more used to thinking of groups 
as a whole rather than the individual parts. 
Besides experience, the worker lacks the broad 
knowledge of men and their reactions whiCh is necessary to 
the conference. Again, it is felt that interest in the 
program would lag on these levels. Finally, despite the 
fact that their position is that of the subject of the con-
ference, they have not the facilities to bring about any . 
great change. 
A. Foreman and Steward Discussion Groups 
The second an d third levels have several common 
features and may be taken as one. These common features 
are: in grievance procedure, both represent a limited 
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group or men, are usually the rirst step in the grievance 
procedure, have the closest oontact with the workers and 
exert a certain amount or authority. 
Selekman calls roremen and stewards 
"· •• the pivots or the whole structure or 
relationships upon which err ective ad-
ministration must ultimately rest. They 
are the orricia~ who live in close asso-
ciation day in and day out with the men 
to and ror whom the agreement must be ap-
plied. They are the 6rficials through 
whom company executives and uhion offi-
cials must maintain continuing contacts 
with the actual problems arising from 
daily administration."* 
The operation of the foreman's group follows the 
essentials of any meeting . Those men on the lower super-
visory level who have direct control over a substantial 
number of workers are gathered together at stated inter-
vals. These meetings should be under the direct control of 
someone not classified as a foreman. Probably the most log-
leal choice is a member of the Personnel department of the 
Labor Relations department. The advantages of including 
such a man are s e ver al. Primarily, he performs the func-
tiona of a moderator, that i s, he keep s the discussion with-
in the proper channels. 
The inclusion or a Personnel department represent-
ative has additional advantages. As a representative of 
higher management he can keep the foremen informed on poli-
-lf-13, pp . 50-51. 
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cies and the reasons for those policies, thus forming a new 
channel of communications. Since Personnel or Labor Relations 
departments contain experts or at least men interested in the 
problem, their advice and experience can be added to the dis-
cuss i on. These departments are the focal point for gathering 
information and experience on matters pertaining to the work-
ers. 
The choice of intervals at wh~ch these meetings 
will take place is rather important. If they are too far 
apart, interest will lag and if too close to gether, the 
problem will assume false importance. Monthly meetings seem 
to avoid both these extremes, but may be varied slightly de-
pending upon the number of grievances being received. Short-
er intervals will serve to keep up interest and keep adding 
new inf orma tion when the problem gets serious. Longer per-
iods areuseful when a "stand-by" status is desired. 
Assuming there now exists a meeting of all the 
foremen, wit h expert advice being given by the Personnel 
representative, what is included in the agenda? The con-
tents can be broken down into three classifications: 
1. Principles on which the grievance program 
is based. 
2. Action on common grievances. 
3. Particular problems. 
The first deals with such questions as: 
a. \~at constitutes a grievance in that par-
ticular plant? 
b. The part the for eman will play in the 
procedure? 
c. \~t p ossible effects his action will have? 
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d. The limits to his authority? 
e. The various methods which c an be tak en 
to settle a grievance? 
f. The social and psychological factors 
contained in a grievance? 
In other· words, this division discusses those 
points which set the scene which will affect the ultimate 
solution. It is more or less the background material. To 
establish its i mportance, it might be sal~ tbat it is the 
foundation upon which future solutions will be based. 
The second division is a joint effort to solve 
problems common to all departments. From time to time each 
for eman will exper.ience some complaint about wages or work-
ing conditions or any type grievance that could crop up in 
any department. If t he problem is discussed by all the 
foremen before it comes into existence, the settlement will 
come t.'!J.at much quicker and w:i th that much less friction. 
The adage, 11 to be forewarned is to be forearmed," sums up 
the reasons for discussin g these questions. 
The third classification is a method by which a 
foreman can ge t advice and help when he is faced by a sit-
uation in his department which he wishes to solve, but is 
not sure of what measures to apply. This type situation is 
usually one peculiar to one department. For example, a shop 
may be one in which there are, because of the nature of the 
work, dirty working conditions. How is the foreman best able 
to answer complaints on this matter? The fact that it is 
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usually impossible to change conditions without major struc-
tural or process renovati ons is no answer when the men feel 
t hey have a legitimate grievance. Joint efforts will often 
produce a solution or at least an acceptable explanat i on. 
The experience and knowledge of the other foremen :. plus the 
assistance of the personnel representative are directed 
toward the solution. 
As was pointed out a bove, there are several rea-
sons why the stewards' group parallels the foremen's. Be-
cause they are similar, it is suff icient to give the vari-
ations rather than restate all the points. 
Stewards' meetings will be aided and directed by 
the business a gent, international representative or, if there 
exists a specialized grievance or contract interpretation 
section, a member from that department. His function will 
be the same as the moderator in the foremen's group. The 
int erval at which the group meets will be longer than sug-
gested above. This is due to the difference between a su-
pervisor and a steward. The shop steward has as his main 
job the representation and welfare of the men in the shop . 
He does not have to worry a bout production schedules and 
the like. For that reason, bi-monthly meetings would suffice. 
The major diff erence in these groups comes from 
the fact that the stewards are both workers and workers' re-
presentatives. Traditionally, the union is fighting to get 
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some concession from mana gement. For this reason, emphasis 
is placed on the rapid settlement of grievances and the 
guarding against one-sided settlements. Since they are to 
study grievanc e s, the sources of friction and their elim-
ination should be studied. 
Ideally, the meetings Should include cooperation 
with mana gement to make the fairest possible method of set-
tlement. Furthermore, shop stewards should include the · 
discussion and study of the handling of unwarranted griev-
ances. vVhile it is true that certain actions on the part 
of management creates hard feelings, a constant stream of 
unfair complaints will produce the same results in mana gement. 
The techniques of discovering the real source of disguised 
grievances should also be incorporated in the meetings. The 
classification of contents will be the same, when 11 foreman 11 
is changed to 11 steward. 11 
1. Results 
The object of the conference of course is to pro-
duce certai n results. These results wou ld fall under the 
heading of: 
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1. New methods of handling grievances. (Procedure) 
2. Greater understanding between workers, stew-
ards, and foremen. 
3. More harmonious relations between mana gement 
and labor. 
4. More adequate solutions. 
5. Prevention and anticipation of grievances. 
However, these results, as important as they may 
be, are not as important as the disposition of the findings 
of these groups. Foremen or stewards are subject to the 
policies formed by others. No matter how clever their find-
ings might be, or the potential benefits which might be 
reaped from them, it amounts to little unless the "higher-
ups" are informed of' the m and action taken. 
The men composing these groups may be of the best 
intentions and perf'ectly capable of carrying out any plan 
they may devise, but they are actually in no position to do 
anything by themselves. Until management or labor officials 
direct them to act, they are bound by the old rules no 
matter bow inadequate they may be. 
From this it is apparent that there is needed, f'irst 
of' all, a .form of' recording such advisements these groups 
mi ght want to make. Secondly, some one individual should be 
made responsible f'or passing the information along to those 
who make the policies. Here again the peronnel representa-
tive is the lo gical choice. Thirdly, an enforced method of 
review would be necessary. 
Speed is one of' the primary requirements of this 
system, even if' the information is rejected· or disapproved. 
To let results lie dormant for a long period of time would 
endanger all f'uture conferences. The conf'erees must have 
some indication that their opinions are respected and given 
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immediate attention. If the results of the conferences are 
accepted as workable, the foremen or stewards should be noti-
fied and the innovation installed with their aid. 
Of course the results of this type are ones on 
which action can be taken. The more passive results are 
those which are derived from study and stay with the indi-
viduals. Experience, broadened points of view, and the 
like fall under this headin g and must be counted among the 
advantages of the system. 
B. Union - Management Groups 
The meeting of re presentatives of union and man-
agement makes use of the fundamentally democratic process 
of discussing a problem and arriving at a solution without 
the imposition of outside authoriV,y. 
Such discussions bring together the top repre-
sentatives oftwo opposing factors. The men have not only 
the interest of their members at heart, but they also have 
the advanta ge of position. The entire problem of grievances 
and the implications of any steps they may take should color 
all the proceedings. A union leader, when he meets with top 
management for the purpose of studying grievances, has at 
his disposal the accumulated experience and knowledge of the 
men in the plant. This is likewise true of the r~presenta­
tive of mana gement. These men can sit down and in the light 
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o~ such knowledge and experience discuss the p roblems which 
they both supposedly desire to solve in the ~airest possible 
way. 
The operation o~ the higher representative levels 
is less formal than the ~oreman - steward groups. Essential-
ly, however, its objective is the same. A moderator would 
be more of a hinderance than a help in this situation because, 
unless he was strictly neutral, his views would be looked on 
with suspicion by one of the parties. 
The interval between meetings is of little import-
ance in this case, Either quarterly or semi-annually is su~­
ficient. The findings of these oonferences will be either 
app roval of the p resent system or result in a change of poli-
cy. The study involved is more in the fashion of a summa-
tion of information gathered since the previous meeting. 
Pointing out areas in which friction may develop and a re-
view of the procedure to see where it is not working proper-
ly are the most imp ortant considerationi. 
The difficulty of trying to get complete coopera-
tion from the two parties is a large one. Since the bene-
fits will aid both, however, it does not seem altogether 
inconceivable that the two would g et together. 
The particular advantages of conferences on this 
level is that immediate steps may be taken on the findings. 
This fills the primary requirement of any grievance action 
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speed~ Union - management discussions also have the 
advantage of seeing the prohle m from a better vantage 
point. This advantage is inherent in the position these 
men hold. 
In addition to the advantages of the other groups, 
these high level talks aid union - mana gement relations in 
general. The two parties get to know each other's problems 
and limitations. It gives them the chance to solve other 
problems, rather than waiting until contract ne gotiations 
begin and then start fighting tooth and nail. 
1. Problems to be Solved 
The union - management grievance conference is 
more likely to be faced with difficulties than the other 
types. The closeness of stewards and foremen a nd the sim-
ilarity of their backgrounds makes it easy for them to 
start off on common ground. This is not usually true with 
higher management and union representatives. Not only will 
they have very dissimilar backgrounds, but they hold very 
different points of view and are responsible to totally un-
like groups. 
These factors give rise to several basic problems. 
First, it must be apparent to each party that the other wants 
to reach a fair settlement by studying the grievance problem 
in an unbiased light. This requires constant above-board 
-!;.13, p. 91. 
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dealings. Any attempt by the other party to use the confer-
ence as a sounding board for personal opinions seriously en-
dangers the future value of the conference. 
Furthermore, tre differences in background and points 
of view often bring about misconceptions w~~ch obstruct agree-
ment. For example, one survey shows the importance which em-
ployees attached to certain job factors and the imp ortance 
which executives thought employees a~tached to the same fac-
TABLE I 
JOB FACTORS AS RATED BY EMPLOYEES AND EXECUTIVES 
Employees' 
Rating 
?!-
1 
2 
3 
4 
5 
6 
'7 
8 
49, pp. 9-10. 
Executives' 
Job Factors Rating 
Proper credit for work '7 
Interesting work 3 
Fatr pay for type work done 2 
Understanding and appreciation 
from bosses 5 
Opportunity for personnel coun-
selling from executives 8 
Merit system of promotion 4 
Good physical working conditions 6 
Job security 1 
Personnel Service, Sept.-Oct. - 1949 
Misconceptions such as these lead to each group 
attaching dif fe rent imp or tame to the same items. Such 
misp lace d weight results in great difficulty in trying to 
reach common ground. 
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CHAP TER IV 
DEVI CES _!2_ R STUDYING GRIEVANCES ( CONTINLJED) 
II. Statistical Method 
The second, and perhaps best method of studying 
g~ievances, makes use of statistical procedures. Elementary 
treatment of data is carried out to try to discover whether 
or not some valuable information can be elicited from records 
p ertaining to the grievance problem. 
The author hastens to make it clear that he does 
not advocate that each and every firm hire a statistician 
to solve its grievance problem. In this case, standard, el-
ementary statistical methods are employed to se e whether or 
not the orderly study of g rievances will reveal anything of 
value. The use of such procedures enable one to see more 
clearly the whole picture of the grievance problem. 
In answer to questions concerning the methods used, 
there is at t h e end of t hi s section an example which illus-
trates t h ose methods. The author has made use of an actual 
e x amp le to p ortray the method because it would be diff icult 
to explain exactly how to g o about taking the steps. 
However, before that, there are several p oints to 
clear up. First, who does this statistical work? The 
choice is obvious. Logic a gain selects the Personnel De-
partment. The Personnel department is set up to deal with 
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matters concerning the workers. It h a s charge of collecting 
and recording all the information pertaining to the men in 
the plant and in this case, with information touching on 
grievances. 
The work consists mainly of recording data and in-
terpreting the totals. As far as the recording goes, this 
does not require a high-priced executive, but rather any 
clerk or office worker. The interpretation on the other 
hand, should be left to the one in charg e of grievance mat-
ters. 
Another point in favor of the method is that it 
makes use of several of the devices suggested in Chapter I 
for the discovery of grievances. 
1. Source, Number and ~ Grievances 
The source of the data for studying grievances in 
this manner is records within the plant itself. For example, 
from the application blank submitted by the employee at the 
personnel office, information concernihg the individual's 
background may be obtained. Age, experience and so forth 
may be correlated with the individual's grievance data to 
produce a more complete picture. The list below g ives the 
records from which the statistical data may be drawn. The 
method whereby it is applied is illustrated in the example. 
1. Production records give the relative ef-
ficiency of the individual. 
2. Dispensary or Medical department records 
show the accident and health record. 
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3. Merit rating card reveals the supervi-
sory estimation of the man. 
4. Suggestion system (the use of) points 
out the interest and ingenuity. 
5. Interview records at various sta ges of 
employment show the adjustment and 
attitudes. 
6. Attitude st~veys gives the individual's 
morale and his opinion of the comp any. 
7. Grievance record reveals the man's past 
grievances and their type. 
8. Application blank. 
"Source" not only applies to where the data comes 
from, but also to the source of the grievance itself. As 
app lied here, the statistical method classifies the grievance 
according to some means which will give information. For 
example, in Appendix A there is a classification of the sour-
ces of grievances. If a somewhat similar classification used 
in industry might reveal that the majority of grievances a-
rise over working conditions or some similar classification. 
This is a signal for investi gation before more grievances 
arise or a strike is called. Note that an investigation is 
indicated --- not a step toward settlement should be made 
until management is sure of its facts. Disguised complaints 
will nullify any steps taken under the empression that the 
expressed source is the actual source. If the diagnosis of 
a grievance is wrong , then the prescription for the solution 
--::. 
of that grievance will be wrong. 
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In this method of studyihg, the number of grievances 
is automatically kept in si ght. The very nature of statistical 
* 11, p. 476. 
work results in a total or some other meaningful figure. 
Furthermore, statistics requires that the grievances be 
sorted accordin g to source, type or a similar classifica-
tion. This is very important in itself for it immediately 
calls attention to any changes within the classification. 
Often times, when the total number of grievances is used as 
a warning device, the approachment to a critical level will 
set into motion certain emergency measures such as special 
conferences with the union, investiga tiona and the like. 
Types of grievances are very important. ~ben 
grievances are looked at from this viewpoint, they fall in-
to classifications which indicate the need for various types 
of action. For example, upon classifying grievances (either 
formally or mentally) one may find there are a large number 
of grievances about working conditions in the plant. Isn't 
it obvious that steps should be taken, not to solve only 
those individual grievances Which have been formally pre-
sented, but also to investigate and eliminate the source of 
the grievances --- including potential grievances? 
2. Example 
The · following information, used to illustrate the 
* method, was taken from the Journal of Applied Psychology. 
The data was drawn from a lar ge midwestern firm. Two unions 
had contracts with the firm, one in the machine shop the oth-
er in the foundry. The material as presented here is con-
*40, pp. 2.55-269. 
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densed to suit the purp ose of the problem. 
A lack of records prevented the use of grievances 
other than those reaching the third step of the usual griev-
ance procedure and reduced to writing . Vfuile this limita-
ti on on the scope of grievances is opposed to the point 
made earlier in t h is thesis, it makes little difference. The 
illustration is one of a method and any type grievance may 
be used. 
The procedure in the examp le was as follows: 
First the grievances were divided into initial or ori ginal 
and what the author called 11 other. 11 This step is very sim-
ple, but for the purpose of studying grievances, ha s certain 
basic benefits. To illustrate: 
TABlE II 
NUMBER OF GRIEVANCES AND GRIEVERS 
Machine 
Foundri ShoE Total 
Grievers 223 104 327 
Initia.JL 150 92 242 
Other 73 12 85 
Grieva nces 644 122 766 
Initial 223 104 327 
Otber 421 18 439 
Journal of Appl~e d ·Psychology, 
June, l948~f 
-:!-40 ' p • 25 3 • 
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From this table, two points are readily apparent. 
First, there is a repetition of approximately 50% of the 
grievances submitted. Whi le it is i mp ossible to say whether 
this is high for indus tria 1 grievances without further s ·tudy, 
such information is available to any firm keeping records of 
grievances. The second point is that the vast majority of 
the grievances re pea ted were in the foundry. This immediate-
ly calls attention to the settlement me thods. It seems ap-
parent that they are hardly adequate in this case. 
In the article, the refinement of data was carried 
on to great lengths. This effort is not necessary in ordi-
nary usage because the actual picture is desired, not sci-
entific investigation. There is very little point and no 
advantage in taking such measures as setting up a control 
group. For ordinary industrial use, the arrangement of raw 
data (with a few modifications) is sufficient. 
The next step was to treat the grievance data 
from the two departments. Table III compares the grievance 
data of the two sections. This inter-department comparison 
may be used in almost any manufacturing concern having a 
departmentalized organization. In this case the figures 
for this company shows that the foundry workers appeal to 
the contra ct as a support for their grievances. These 
gri evances were more or less evenly spread over work and 
pay conditions. The great ma jority of the machine shop 
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TABLE III 
GRIEVANCE DATA OF FOUNDRY AND MACHINE SHOP EMP LOYEES 
(IN PERCENTAG.c;S) 
MACHINE 
FOUNDRY SHOP 
Initial Other Initial Other 
Contract not referred to 72.6 83 .1 50.0 58.6 
Classification of g£ievance s 
Job and Work 24.8 33 .6 14.4 27.8 
Pay and Wa ges 29.3 25.0 49.0 44.4 
Seniority 15.3 4 .0 20.2 11.1 
Ste;e grievance settled in 
Third Step 73.5 69.8 51. 9 50.0 
Fourth Step 22.4 20.9 28.8 44.4 
Fifth Step 3.6 8.8 18.3 5.6 
Dis;eosition o f grievances 
Granted by the company 35.4 35.4 35.6 66.7 
Denied by the company 61.4 62.2 60.6 33.3 
Dropped by the union 2.7 2.1 3.8 o.o 
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Journal of Applied Psychology, 
June, 1948-ll-
-l1-40, p . 256. 
grievances were centered around wages. Is there any sig-
nificance in this difference? It would take more detailed 
investi gation into the nature of the grievances to answer 
this question. It is significant that there exists such a 
concentration in the one department. 
The second section serves well as a barometer of 
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the grievance problem. With a little experience, the com-
pany would soon know what percentages to expect at each lev-
el. of settlement. Any large variance from period to period 
shows up immediately. The section of the table on the clas-
sification of grievances serves t h e same purpose, but a fin-
er division in the classification is necessary (See Table IV). 
This section also may be used to determine the success of 
preventative measures. 
Further investigation would be desirable in the 
last section. The investi gation would be on-the-scene rather 
than statistical. The figures under nmachine shop -- other" 
are completely out of line with the foundry's figures and 
the "machine shop-- initial." This complete reversal might 
be traced to the difference in bargaining ability between 
the two unions. It is more plausible to believe it is due 
to some factor in the shop. If it could be determined ex-
actly why the comp any granted such a high percentag e in one 
case and so relatively low a percentag e in the other, it 
might prove to be of major importance in future grievance 
settlement. 
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TABLE IV 
Nm~BER OF GRIEVANCES BY CLASSIFICATION 
FOUNDRY MACHINE SHOP 
Grievance Initial Other Initial Other 
Job and work 55 15 142 5 
Pay and wa ges 66 51 105 8 
Seniority 34 21 17 2 
Promotion and trans. 20 6 15 0 
Vacation 9 0 7 0 
Discharge and reinstat. 16 3 4 0 
Union business 11 4 52 2 
Company business 5 3 45 1 
Collective bargaining 7 1 34 0 
Total 223 104 421 18 
Journal of Applied P~ychology, 
June, 1948" . 
This classification gives the distribution of 
grievances. Its value lies in the fact that the totals 
reflect wherein the major and minor sources of friction lie. 
T11.e relatively larg e number of cases under "union business, 11 
"company business," and "collective bargaining" a gain indi-
cate the probable activity of the union repre senting that 
group. Again it is po inted out that the preponderence of 
initial complaints in the machine shop needs investi gation. 
The next table , as the title suggests, is an ap-
p lication of personnel data to grievers and non-grievers to 
see if there is a difference between the two groups. If 
such a difference does exist, its value is obvious. It is 
~t-40' p. 258. 
also interesting that some of the informa tion used in Chap-
ter I ( Discovering Grievances) may be used in this case. 
The fact tha t some of the informa tion turns out 
to be useless is no valid argument a gainst the statistical 
me thod. It is up to each individual concern to test its 
own me thod and determine just what is useful and what is 
not. Tha t portion which doe s not have value may be dis-
carded~-- once it has been determined that it is valueless. 
The results of this study are applicable to one company and 
one company alone. 
The data concerning the physical qualities of each 
group reveals nothing of value and this will probably be 
true in every cas e . The information itemized in the second 
division is potentially very interesting . The social and 
psychological asp ects of grievances often show up here. 
For e xample, discrimination or some other sortof social 
conflict may result in a large number of grievances from 
the group, especially if the grievance procedure is readily 
available to all the workers. Note that the percentage fi g-
ures for each group in the illustration would have to be 
compared to t h e percentages of that group for the entire 
plant. In other· words, if 19.1% of the grievers in the 
foundry were born in the city this should be compared to 
the percentag e of city-born grievers for the entire plant. 
This step would not be necessary if the figures for the 
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TABLE V 
PERSO N1ffiL DATA OF FOUNDRY AND MA CHINE SHOP EN!PLOYEES 
FOUNDRY lVtACHINE SHOP 
Non- Non~ 
Grievers Grievers Grievers Grievers 
Age (yrs.) 33.6 34.0 36.0 36.5 
Height {in.) 69 .5 69.2 69.4 69.2 
Wei ght { lbs.) 159.4 156.3 158.1 156.8 
Birthplace C% born in) 
City 19 .1 21.4 1 3 .5 20.4 
Rural 23.2 14.0 60.6 52.0 
North ?.? 6.5 9.6 3.0 
South 49.4 5?.? 16.3 24.5 
Schoolin6 C%) 
8th Grade and under 45.? 52.1 25.3 3 r;. 0 
Over 8th Grade 54.3 4?. 9 ?4.? 63.0 
Iv!ari tal .Status C'~l 
Single 6.? 22.4 14.4 23.0 
Married 9 2.4 ?5.? 82.6 ?5.0 
Children 63.? 46.8 56.? 50.0 
O the 1~ de pendents 13. 9 20.4 11.5 9.0 
AEE1ication Form 
# of job s listed 
( Mdn.) 4.3 3.0 5.? 4.3 
Total time on 
{ IVIdn. mo.) 42.5 24.3 66.5 3?. 2 
Employed when 
he . applied 65.5 51.3 48.4 55.8 
Journal of Applied P~ycho1o gy , 
June, 1948* 
-~ 40, p. 260 . 
plant as a whole had been used in the first place. (The 
illustration fi gures are for a control group.) Internal 
comparison shows a greater percenta ge of emp loyees born 
in the South were non- grievers, while the opposite is true 
in the c ase of the rural-born workers. 
The section on education shows that in the foun-
dry, educat i on made little difference. The machine s h op 
told another story. The division is 3 to 1 in one case, 
and 3 to 2 in the other. It is a p parent that the more hi gh-
ly edu ca ted group is not satisfied with conditions. 
Socially speaking, the foundry workers are more 
stable. This is evidenced by the fact that this group has 
a larger number of children and by the number married. 
Finally, the data shows the grievers had held 
more jobs and had s pent quite a bit more time on the job 
than had the non-9•ievers. This is contrary to the theory 
that the older work ers are the most contented. 
In Table VI the first noticeable point is that in 
both the fo undry and the machine shop, the grieve rs had 
more service than did the non- grievers. ~nether t h is factor 
is due to the greater confidence which comes from a longer 
service period or not is difficult to say. Table V shows 
that it is not due to the greater a ge of the grievers. 
A comp arison of wa ge increases reveals that the 
grievers have had a si gnificantly greater increase from the 
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TABLE VI 
PERSO NNEL RECORDS DATA OF FOUNDRY AND MACHI NE SHOP EMPLOYEES 
Total net service ( Mdn. Mos.) 
Star ting r a te { Mdn. ~.) 
Rate at time of grievance {Mdn. 
Total wa ge incre ase to date . 
of the grievance ( Mdn.~.) 
Twelve months e a rnings ( Mdn. $ ) 
Skill level of employees {%) 
Skilled 
Semi-skilled 
Uns killed 
Position in labor grade (%) 
Ma x i mum 
Middle 
Minimum 
Credit standing (%) 
Garnishments 
Credit store d ebts 
_,~ 
"40, p. 262. 
FOUNDRY 
# 1 1f2 
39.2 
.62 
$ )1.10 
.48 
2881 
11.7 
6'7.2 
21.1 
.9 
12.5 
86.5 
12.5 
21.1 
2 7 . 8 
• '78 
1.09 
.30 
2813 
10.9 
51.2 
37. 8 
3.5 
4.0 
9 2.0 
5.0 
7.0 
WLACHINE SHOP 
# 1 # 2 
68.0 
.60 
1.09 
.48 
2742 
27. 9 
68.3 
3.8 
5.8 
2.9 
91.3 
1.0 
4.8 
41.1 
.7'7 
1.06 
.34 
2676 
16.0 
65.0 
19 .o 
3.0 
8 .0 
89 .0 
2.0 
2.0 
Journal of Applied P~ychology , 
June , 19 4 8-~· 
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time they were hired to the time of the grievance than did 
the non- grievers. In another part of the study, it was re-
vealed that the union members filed more grievances on pay 
and wage s than did the union officials. (Union off icials 
tended to complain about work and jobs.) The cause of this 
contradiction between relatively hi gh wages and the wage 
complaint could p rove very interesting . Further studies 
would have to be made, but the point obviously needs investi-
gation. 
The table shows that the semi-skilled members of 
the work force did the most comp laining , while within the 
labor grades, it was those holding the minimum levels. It 
is tempting to speculate on whether or not this distribu-
tion is due to the workers attempts to raise themselves. 
If this is true, a fair, well-publicized promotional pro-
gram mi ght be the answer to these complaints. 
An examination of the medical and welfare data 
shows the following about grievers: 
1. They were more healthy according to the 
medical classification. 
2. They visit the dispensary more often. 
3. They a pp ly for more disability benefits. 
4. They claim more accident benefits. 
5. They apply more to group-savings plans. 
6. They have very little hospital plan 
insurance. 
All this information goes to build up a picture 
of the typical griever and to point to the type most likely 
to re gister complaints. The obvious use of such information 
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in the various phases of industry cannot be ignored. Hir-
ing policies, promotion s, grievance procedures, service 
functions and emp loyee - employer relations in general are 
all touched by decisions based on such data. 
3. Comparative Versus Internal Data 
Comparative statistical data usually refers to 
data which comes from a similar concern or concerns and can 
be put into some relationship with one's own plant. It also 
applies to other areas. For example, the comparison can be 
to several plants to see exactly What the standing of the 
comp any is in such matters. If the comp arison shows the 
company bas far more grievances than the others, the reason 
for it should be found. 
Or a gain, a comp arison of grievance data before 
and after the installation of an incentive system in a com-
parable p lant can be taken as a criterion of what the effect 
the same plan ~~11 have in the company doing the comparison. 
Of course, other factors would enter into s uch a comparison 
such as meth ods used in the installation and the guards used 
to prevent grievances. 
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CHAPTER V 
DEVICES FOR STUDYI FG GRi n VANCES (CONTINUED) 
III. Historical Method 
Thethird suggested method of studying grievances 
is a historical or reviewin g me t hod. The g rievances which 
have develope d in the past are recorde d and kept available 
for study by a confe r ence g roup or those who deal with em-
p loyees. 
The me thod pertains strictly to the company under 
consideration. By that it is meant that the grievances stud-
ied have occure d in that particular co mp any's history and 
not those which occur in the indsutry or business as a whole. 
Recorded grievances and the history surrounding them as we l l 
as the action taken, forms a case valuable for future study. 
The mechanics of the s y stem of study needs little 
exp lanation. As mentioned above, either a conference or an 
individual may make use of these histories. Otherwise, all 
t hat is nee d ed is a metbod of keep ing track of grievances. 
Obviously , every casual comp laint uttered by an employee 
cannot be ~~annelled to a central office where it may be 
f iled. However, it is p oss ible to record those cases where 
mana gement is notified. Thi s does not a pply ohly to griev-
ances which are formally filed, but also to complaints or 
dissatisfactions which a n alert supervisory staff would note. 
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Pro b le ms which ha ve been dis covered by the interview and the 
other de vices are menti oned i n Chap ters I and II. The more 
c omp l ete t he d a ta which i s included, the more useful it woul d 
be i n futu~e studying and compa r ing . 
There a r e three n otable aspe cts of t he me thod: 
(l) reviewing of thes e hi sto ri es h elp s to keep in to u ch 
with the p ro b le m and abreast of changes, (2) t he me t hod is 
usefu l in training j u nior executives and the sup ervisory 
force to handle grie vanc e s, ( 3 ) t he a ction taken in each of 
these cases establishe s a p receden t for future actions if 
they were s uccessful, and a warnin g if they were not. 
A. Othe r Consi derations 
There a r e two other po ints whic h the historical 
me t h od mi gh t e sta blish . The first of these is any t yp e of 
grievance whi ch may b e peculiar to that busine ss a lone 
may be revea l ed . Not only ·wil l t hey be revealed, but t he 
clo s e control whi c h this method allows ove r t he action taken 
wi ll p oint out the reme dies best suited. It is in t h is man-
ner that a company may de velop procedures to solve a p er-
p l exi n g pro b l em for which there is no well-known aid. 
The second p o i nt may be de te rmined a s follows: 
Equall y as beneficial is t h e knowl ed::s e o f trends i n griev-
a n ces whi c h mi ght be derived . Case studi e s which sh ow that 
a certain t yp e grievance is more f re quent i n d i fferent per-
iods leads to an investigation of the causes of such griev-
ances. Pe rhaps a seasonal typ e industry reveals grievances 
occurring as th.e work runs out, or 'When economic conditions 
are in a depression, a company's emp loyees tend to complain 
about job security factors and seniority. Development of a 
p rocedure to handle such grievances is a step which lo gic-
ally follows. 
B. Objectives_!~Studr!~ Grievances 
1~0 research is truly of value unless it is ul-
timately used for action. n* This s ta temen t is particularly 
apropos in re gard to the study of grievances by a mana gerial 
group. Firstly because a business establishment is not the 
organization to carry on pure research me rely for the sake 
of research. Secondly, the stu dy will result in nothing un-
less the results of the study are put to use. Similar to 
all other work done by busine ss, the study of grievances has 
a definite, practical purpose. Again, like other business 
studies, the usefulness of such a study is realized only 
when the cost is justified by results which end in saving s 
of a sort. By that it is meant tha t if research does not 
produce enough in the way of saving s, it has no place in the 
busi re s s life. 
Now obviously, all tre practices suggested by the 
-l!- 9 7, p. • 
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above material is pointed at the reduction or grievances. 
This reduction is desired ror two reasons: 
1. Reduce rriction between the employee 
and the employer. 
2. Reduce company losses due to grievances. 
The first is desirable because, not of the im-
mediate bad effect of any disagreement between mana gement 
and labor alone, but because of the lasting effects such a 
clash might produce. This is quite in line with Professor 
Seleckman's view tbat labor relations are an area of social 
~t. behavior: Friction between management and labor affects 
not only that one specific transac.tion, but the ill-will 
stirred up by such friction may color relations in other 
areas of union - manag ement relations. 
The second is the more practical of the two. As 
stated above, a loss of p roduction efficiency can often be 
traced to grievances. 
nA rep ort of the War Manpower Commission 
points out that business organizations 
which are comparable in everything but 
morale show wide differences in the cost 
of p roducing the same product. Firms 
whi ch ba ve undertaken programs to devel-
op morale have been able to reduce their 
costs considerably below those 9f. firms 
which have i gnored this factor !r-t-·,..-
The general purpose then, of studying grievances 
is to reduce the frequency of their occurance or prevent 
trem rrom arising entirely. This, however, is ohly halr the 
-~1 7' pp • 1-60 • 
.. ~~~12, p. 5. 
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story. The prevention of grievances entirely is an ideal 
goal, but practically speaking, it is impossible. In a 
survey made by the author (Appendix B), firms claiming very 
good labor relations still maintained elaborate grievance 
procedures. Indeed, one concern claiming to have had only 
one grievance in the past two years not only kept a griev-
ance procedure, but limited their definition of a '~evance 11 
to its narrowest sense, thus automatically restricting the 
number of g rievances. 
If prevention is impossible to accomp lish, then 
the second general objective of the study is the proper 
handlin g of grie vances which do crop up. This second phase 
of the grievance problem is covered in more detail in the 
procedural stage. 
l. General Background Knowled ge 
From the overall point of view, it h a s been stated 
t hat study is : helpful in reducing grievances and that this 
was desirable for various reasons. Upon closer inspection 
it is found that a more detailed objectives exist. There 
qre more specific or immediate reasons for studying griev-
ances. 
The whole fabric of industrial relations is a rath-
er delicate thing. Not only will aggressiveness toward the 
workers bring a great deal of hard feeling into being, but 
mistak en or improper methods of trying to eliminate existing 
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sore spots will produce the same results. To apply this to 
grievances, there are good and bad a pproaches to the problem. 
Mishandling can produce results causing more trou9le than the 
original grievance. It is for this reason the author in-
cludes general background knowledge as an objective in study-
ing grievances. 
A familiarity with the g rievance p roblem, particu-
larly if it concerns . one firm, induces an awareness of the 
problem and its imp ortance. The effect of future actions 
upon workers, in terms of grievances, is considered before 
the action is taken. Solutions, and progressive weasures 
are all based upon the knowledge of what h a s happened in the 
pa st and what is likely to happen in the future. 
a. Avoiding the causes of~evances 
Lo gically, when knowledge has been gained throu gh 
study, the first app l i cati on is to corre ct the source of 
trouble. So it is with this study. It follows that upon 
findin g there can be derived certain practices which will 
steer a course which avoids these sources. These practices 
or guides are a p art of the general background knowledge 
which produce chang es in p olicy. 
The actual practices will vary from firm to firm. 
Union strength and intere st, employee attitudes, social fac-
tors, the type work, the level of s k ill of the emp loyee, the 
company attitude, and similar factors will modify any method 
which may be advocated. To take one brief example, the in-
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terest and ability of the emp loyees will determine. whether 
or not to set up a committee to study tre sources of griev-
ances. 
No matter what device or devices are used to study 
grievances, the results of such study should be examined and, 
if f ound practical, put into use. The most likely benefit 
to be gained is the p lan for avoiding grievances. Let us 
assume there is a committee which rreets regularly to study 
grievances. If it is desi gned and carried out along the 
lines of the foremen's group su ggested in Chapter II, much 
of the time will be s p ent in a review of p a st grievance cas-
es. If the -second, or statistical method is also used, it 
may be found that one of the major sources of grievances is 
supervisory errors. Such information is presented to the 
committee by the P ersonn~l representative and a discussion 
is op ened. Once the source has b een established, the work 
wh ich follows will naturally be directed toward the elimina-
tion of that source. Since the foremen are discussing them-
selves actually, it . may soon be co ncluded tha t the grievances 
a re dire ctly due to their own lack of awareness of the com-
p licatt ons which a harsh word or hasty decision may result in. 
The true source baving been discovered, it is im-
possible to leave it there. Rather, the group must next take 
up the means by which future grievances from the same source 
may be prevented. Because ignorance was the fault in this 
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case, elimination of that i gnorance is necessary. A train-
ing or information program sug gests itself as a remedy. 
Here a gain we see that the avoidance of those ar-
eas which produce grievances is a major objective in the stu-
dy. This comes about with the experience and background 
knowledge g ained by placing the grievance picture in the 
clear li ght of an orderly study. 
b. App lica tion of Correct Remedies 
As has been pointed out before, it is foolhardy 
to take hasty steps when trying to bring about the solution 
of a n industrial relations problem. Investi gation wi 11 of-
ten prevent such mistakes, and investi gation is nothing more 
than tre organized study this thesis advocates. Thus from 
the general background knowledge we can derive one more ben-
efit: the proper ministration of corrective mea sures. 
If upon the study of pa st cases and discussion of 
hypothetical ones, those whose job it is to app ly remedies 
to a grievance have followed all t he possible effects of 
their actions, they soon develop an awareness that each sit-
uation demands a cure of its own. Grievances may be classi-
fied under a specific heading , but each differs in some re-
spect to all others. There is no exact duplication and there-
fore no standard cure -all for a sing le group of grievance~. 
This is me rely another reason for studying grievances; anoth-
er objective in studying grievances. 
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Disguised grievances best illustrate the need 
for applying the correct remedy. This type grievance is of 
its nature very difficult to pin down as to its source. If 
corrective measures are a pplied on the basis of the stated 
comp laint, they, at best, will do little good. The griev-
ance will crop up a gain, this time with mare heated feelings. 
The importance of applying a remedy which fulfills 
its purpose is seen a gain in the c a se where a grievance is 
only partially settled. The "basis for future p roblems has 
been laid by the very efforts to solve it. 
vVhat is the p roper solution to grievances? rr'hat, 
of c ourse depends on the grievance itself. This is the point 
to be kept in mind when grievances are being studied. The 
comp leteness, mutual fairness, speed of solution and like 
terms have all been ap p lied to the ideal grievance programs, 
but all these desirable traits can be s ummed up by saying 
the grievance p rog ram should study allaspects of the case, 
and settle t h e comp laints on a basis of facts • . 
c. Knowledge of the danger si~ 
The third objective which may come under the gen-
eral background knowledge heading is of a watchdog nature. 
By the use of the statistical device and the close contact 
grievance committees have with the workers, there is the op-
p ortunity to loca te trouble before it occurs. Specifically, 
tJ:o..i s does not mean anticipation of g rievances. It has the 
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narrower functio n of be ing able to see dan ger signs. 
With tre experience which results fro m work in in-
dustrial relations, there are certain signs which those stu-
* dying grievances should recognize. Excluded from this would 
be a single; isolated grievance. These usually come with 
little warning . General discontent a nd a fallin g morale lev-
el give a hint to coming trouble. Foremen in the shop, 
upon seeing an unexplainable drop in production, should look 
to t h e workers for signs of disturbing influences. If com-
p lete case histories of past grievances are available, they 
should be studied to se e what, if any, signs preceded the 
actual grievance. 
c. Anticipation 
Anticipation might be termed the ideal .objective 
of studying grievances. Were it possible to tell just when, 
were and far what reason a grievance would occur, half the 
labor relat i ons problems would never arise. This is not the 
case, however, It is very difficult to predict t h e start 
of a grievance. 
The situation is somewhat brightened by the fact 
that study can help to anticipate grievances. There are 
several wa -ys- to g o about this. One is to work via the sourc-
es of gr ievances. A knowledge of these previous problems 
p rep ares t h ose in char ge of settling or studying grievances 
~kl4, p . 58. 
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to note tl~ situations which lead to conflict. 
Undoubtedly, all will a gree that comp laints are 
best settled if .the proper actions are taken before the 
complaint is formally brought to mana gement's attention. 
Take the followin g ima ginary case: 
John Doe, an experienced machinist is transferred 
from one department to another because of a lack of work. 
It is commonly known that the majority of workers resist 
changes in their working habits unless it is clearly to their 
advantage. John Doe, having formed his work habits and so-
cial sta tus throug h y ears of emp loyment in one dep artment 
will natural l y feel that the change is anything but desir-
able fro m his p oint of view. We now bave the basis for a 
grievance . Management is forced to take the step and the 
worker is opposed to it. 
The benefits of study now play their parts. The 
knowledge of dan ger · signs permits the worker's new foreman 
to examine a fall in production or absenteeism on the prem-
ise that so me dissatisfaction exists. Anticipation, based 
on the recognition of the danger signs provides a counselling 
interview to forestall any action on the part of the worker. 
To follow the case a little further, an informal 
approach by the interviewer may allow t h e a ggr-ieved worker 
to divulge the complaint. Needless to say, the interviewer 
has a course of action p lanned beforehand. The necessity of 
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t he change can be explained and an adjustment to compensate 
for the loss of status may be made. 
It is well to p oint out here that the c cmp laint 
wbich might bave arisen co u ld tak e the farm of dissatisfa ction 
with n ew working conditi ons or complaint a gainst the new 
supervisor. Had not the grievance been anticipated, the so-
lution would be do ubly h ard becaus e of the nature of the 
c omplaint. 
Anticipation applies in another situation . Vf.here 
t h e company make s a change in a p olicy affecting t h e workers, 
prior examination of t h e new p olicy by a grievance commi ttee 
for p ossible areas of conflict gives an opportunity to pre-
p a re t h e wor ke rs for e a sy accep tance of t h e change. Perhap s 
me rely letting the employees know the r e asons f or the change 
wil l be sufficient. 
D. Sp eed of Solution 
In t h e survey made as a supp lement to this thesis 
(Chapter VIII) the author received many cop ies of mana gement -
l abor contra cts which are currentl y in force. One of the 
outstanding common features was the sense of urgency each 
grievance procedure contained. Ti me limits of twenty-four 
and f orty-eight hours for the f irst or second steps were al-
most universal. Week ly mee tings of rep r e sentatives from each 
party were repeated in contra ct after contract. 
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This emphasis on ~eed of solution serves to hi gh-
li ght an additional objective of the study of grievances. 
It can be reasoned as follows: Comp laints a gainst working 
conditions (e.g.) are either valid or invalid. If they are 
valid, this must be made known to those who have the p ower 
to chang e t he conditions which brought a bout t h e problem. 
If they are not valid, it must be shown and proved to the 
emp loyee. In either case, prior study of grievances makes 
it clear tha t certain steps must be taken. The knowledge 
so derived provides an orderly , prearranged plan for taking 
the necessary steps. Again it mus t be p ointed out that 
grievances of the same classification differ to a certain 
extent . For t his reason no sta ndard solution can be de-
veloped. It is possible, however, to set up certain basic 
step s beforehand. This stand-by method of opera tion will 
naturally reduce t..lle time it tak es to g et started on the 
solution. 
Thus it is seen that the study of grievances helps 
fulfill one of the b asic re quirements of a good procedure, 
and for tha t reas on must be included as one of the objectives 
the study is designed to accomplish. 
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CHAPTER VI 
SOURCES OF E MP LOYE E GRIE VANCES 
.A glance at Appendix A will show there are mani-
fold areas which may give rise to an employee's complaint. 
In discovering and studying grievances, it is necessary to 
know where and why grievances come into being. The same 
knowledge is vital to the solution of the problem. .A know-
ledge of these sources makes it easier to set up policies 
with6ut a poor reaction from the employees. 
The text V'ihich follows points out the sources of 
grievances and their subdivisions. Many seem petty and of 
little importance; hardly worth mentioning. To the worker, 
this is not the case. He feels a wrong has been done him 
and some sort of adjustment must be made. His reactions 
may run from a feelin g of annoyance to a complete break 
with the company in the form of quitting or striking . Nor 
can the seriousness of a grievance be judged solely by the 
reaction. Petty annoyances may not seem worth bothering 
with, but their potential effects certainly are. Will a 
worker feel as t h ough he should cooperate with the comp any 
when he has been unfairly dealt with? Will he produce at 
his most efficient? 
In this study, certain assumptions must be made. 
The first is that both the comp any and the union are willihg , 
to make a fair settlement of the complaint. All the rules, 
principles or studies in the world will not bring about so-
lutions if one or both parties make outrageous demands. 
Furtherrnore, the various techniques of management such as 
job evaluation, adequate communication systems and enlight-
en ed personnel policies must be assumed to exist. These are 
often necessary if management is to know and investigate the 
grievance in a genuine attempt to solve it. 
Since the factors which would hold the company 
responsible for the rise of the grievance have bee n excluded, 
the material will a ppear to make all grieva nces unjustified. 
This, obviously, is not the case. Narrow- minded management 
can and does cause g rievances. Attempts to cut corners and 
a willing blindness to the facts of labor relations life 
has undoubtedly brought about much conflict. 
However, it is necessary to assume the innocence 
of management for several good reasons. First, the view here 
is the one mana g ement might be e xpected to take. The reasons 
for this were given in the Introduction. Secondly , an at-
tempt to account for all the variables in each grievance 
would result in a tedious repetition of material which, in 
all likelihood, would prove incoherent. Thirdly, the compar-
ison of these variables would serve no useful purpose in this 
thesis. 
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A. Wages 
Wa ges need no emphasis to point out their import-
ance to the worker. This large value which they hold is, 
o f course, reasonable. To anyone who labors to mak e his 
living , there is nothihg which is guarded so closely a gainst 
infringement. This probably explains why the Survey shows 
this are a to be the major source of all grievances. A work-
er may be willing to put up with poor working conditions as 
a p art of his job, but it is doubtful that he will stand 
~~­for any trifling with his pay. 
There are four possible subdivisions that can be 
made under the heading of wa ges: 
1. A demand for an individual wa ge adjustment. 
2. Job classification 
3. Incentive systems 
4. Miscellaneous 
1. Demand for an Indi vi dual Wa g e Adjustment 
A wa ge grievance of this typ e is easily solved, 
for it results from one of two attitudes: (1) the employee 
feels that he is not getting what he is worth, or, (2) he 
feels there is a discrepancy in pay between his job and com-
parable ones. In either case, job evaluation provides a 
sound lo gical answer to such complaints. If the union has 
cooperated in the evaluation program, it becomes so much the 
stronger. Evaluation will point out both the setting of the 
~~7, p. 153. 
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basic wage and the elements which bring about the different 
rate for similar jobs. On the other hand, job evaluation 
will show managemen t h ow to build a n equitable wa ge struc-
ture, thu s eliminating those wage payments which are out of 
line and cause comp laints. 
2. Job Classification 
Another type wa ge g rievance stems f'rom the relative 
position of' t h e employee's job. This type grievance is fur-
ther complicated by an importan ce other than monetary t ha t 
the individual's job holds f'or him. The social significance 
which is inherent in one 1 s work classif'ice.tion makes it im-
perative that this type grievance be handled wi t h an under-
standing of' t h e social forces behind it: 
Variations of t h is type complaint are a dema nd to 
be upgraded or a claim that the job is worth more than it 
pays. Again job evaluation comes into the picture as a cri-
terion or a source of justification . The limitations of the 
union contract, individual dif'feren ces, or the ability of the 
compa ny to pay may enter in here also. 
3. Incentive Systems 
-l:-7, p. 19-24. 
"Technical problems i n developing and admin-
istering various methods · of wage payment 
have received considerable attention, par-
tic ularly from industrial eng ineers. These 
problems are certainly important, and trained 
industrial eng ineers are needed; but the 
personnel aspects of wage-payment me thods 
·~ o 
have too long been neglected in practice. 
In fact, it is no exa ggerat i on to s.ay that 
the human problems involved in getting em-
ployee acceptance of new methods of wa ge 
payment and new output standards are both 
more important a n d more difficult to solve 
than' the technical problems of developing 
and establishing these methods and standards. 
It is encouraging to note, however, that t h e 
better industrial engineers today are often 
aware of the human problems as are personnel 
administrators and that this is particularly 
true of the new generation of engineers. u-:: 
It is a short step to conclude that a large nwnber 
of grievances will result from the use of incentive systems .• 
There are three possibilities: 
1. Complicated method of figuring pay. 
2. Piece rates too low. 
3. Piece rates cut when production increases. 
As for the first, a host of personnel men and man-
a g ement engineers point out that any incentive system should 
be easy for the employee to work out for himself:~( 
"A belief that many wage-incentive plans 
are so complicated that even the experts 
cannot explain them. As one worker said, 
' Nobody ever told u s how those sta ndards 
were fi gured or how we fi gure our pay. 
Some times we get different pay for the 
same work, so I don 1 t think they (the en- ----~ ·--·~ 
gineers) kn ow what it's all about either."""" 
Failure to follow this advice is flying in the face of ex-
pert advice and any resulting friction is the fault of ma nagement. 
~r 
'13, p. 231. 
~H:-16, p. 351. 
-lHH!·13, p • 234. 
The second and third types may also fall into the 
same area. The bad effects which r e sulted when early "effi-
ciency" men slashed rates or set a rate too low are well 
known. If, on the other hand, the claims are false, then 
management need only prove its point. I gnorance may well 
be the cause. If the claim is that piece rates are too low, 
as comp ared to similar plants, informati on, possibly via the 
union organi zation, would make the aggrieved worker see his 
mistake. In either of the possi~lities, information plays 
a vital role. Incentive systems are often fair, but diffi-
cult to explain and justify to the worker. 
4. Miscellaneous 
In this final division of wag e g rievances, two 
types arise: 
1. Mistakes in calculating pay. 
2. Inconsiderate methods of paying off. 
The first is the simplest type grievance. It hap-
pens once and, if properly handled, carries no tr~eat of 
far-reaching results. Assume a worker has been paid the 
wrong a mount. Clearly, if he is permitted to· do so (and he 
should be), he may take the matter to the payroll division. 
If not, his foreman should be available to carry his p roblem 
to the· proper authority farahim. 1JIJhatever the adjustment is 
to be made, it should be made quickly. A delay until the 
next work day may mean tbe whole week-end passes before any 
steps are taken. 
If it is the employee who is too one who made the 
mistake, it is just as important to handle the matter quick-
ly, with the additional step of making sure he knows how his 
pay is calculated. 
The -se.cond division breaks down into such matters 
as a consideration of banking hours, monthly versus weekly 
payments, the facility with which checks may be cashed with-
out undue trouble and the like. 
B. Super vision 
Complaints which may be p laced in this cate gory 
mi8ht be of an apparent petty nature. For example, the man 
who asserts "the foreman is always picking on me" may mere-
ly be self-conscious or in need of an explanation for a call-
down. However, if such complaints reach the point where 
higher mana gement hears of them, or where several workers 
concur, the situation indicates a need for investi gation. 
The distinguishment between thas e complaints which 
need attention and these which really indicate nothing is 
very difficult in this cate gory because it involves person-
alities. The difference between the worker who complains 
about his treatment at the hands of his foreman because of 
personal dislike and the one who complains because he has 
been wrongly treated is hard to discern. The matter can be 
judged only on the basis of wbat has actually happened. 
Complaints concerning supe r vision can be in one 
of three areas: 
1. Complaints a gainst discipline. 
2. Objections to g eneral methods of supervision. 
3. Complaints a gainst a particular foreman. 
Generally speaking , these can be divided so they 
fall into two divisions: (1) those a gainst a particular fore-
man and (2) those a gainst one or more of the policies of 
the company. 
In the first, because the worker and the foreman 
have a great deal of daily contact, there is bound to be a 
clash of personalities at one time or another. The complaints 
will take one of the followin g forms: 
1. The foreman plays favorites. 
2. The foreman is trying to undermine the union. 
3. The foreman ignores comp laints. 
4. The foreman lacks ability, thereby caus-
ing other complaints. 
The major point here is deciding whether or not 
the grievances are valid. Each of these charges is serious 
enough to warrant comp lete investigation. If there are a 
number of such comp laints about one man, it is apparent that 
something is wrong in that department. Since foremen are 
usually re garded as belonging to the mana gerial group, their 
actions will be interpreted as being dir e cted by the company 
a gainst the worker. It is for this reason adjustments should 
be made when such a situa tion is discovered, rather than tak-
ing the part of the foreman as a method of upholding his dig-
nity and the discipline of the plant without considering 
the facts. 
Another consideration is the _training a foreman 
receives in lab or relations. The de gree of training will 
often reflect in fe wer complaints. 
The second are of a more serious type because 
they attack the policies of the company. Policies are the 
vital bloodstream of the modern business. They are for-
mulated in the light of conditi ons and factors usually not 
apparent to the worker. In addition, the y flow to every 
part of t:te organization and affect every worker. 
The comp laint that a worker is discriminated a-
gainst because he is a unionist directly challenges the 
comp a ny 's po licy toward the union. If the idea is allowed 
to s pread, it could have serious consequences in future re-
latio n s with the union. It is noteworthy that information 
is a gain called for. Compa ny policy on all matters should 
be clearly stated and publicized. 
The second classification can be included under 
attacks on p olicy. The rules laid down by hi·gher management 
govern the actions of the supervisors and foremen. A com-
plaint against supervision therefore is a complaint a gainst 
a policy. 
The o bjections to general methods of supervision 
assume the following forms: 
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1. Too many rules and re gulations . 
2 . R.ule s and re t,1..1lations no t clearly posted. 
3. Supervisors and/or time study men do too 
much snooping. 
4. Promises not carried out. 
5. Workers unable to communicate with sup-
eriors above the f oreman level. 
Those co mp laints about rules and regp.lations are 
generally comp laints a bout safety and work regulations. Be-
cause rules areusually formulated for the benefit of the 
emp loye e , their continued use is justifiable. Pigor and 
Myers give a case where the emp loyees complained because 
they were force d to u se a machine equipped with a safety 
device. The device made the work somewhat inconvenient, 
so, acceding to the demands, management had it removed. 
~} Shortly afterwards, one of the workers lost two fingers. 
Had common sense been applie d, the continued use of the 
device wou l d bave been explained and its use justified by 
illustrations of what could happe n. 
The functions of supervisors and time study men 
are often mi sunder stood. For this reason a dual program 
of training the staff and line officials on labor relations 
and informing the emp loyee are recommended. Union cooper-
ation is particularly valuable in such cases. The emp loyee 
may be doubtful that mana gement means what it says about 
its motives, but acceptance is very likely if the union 
puts its stamp of a pproval on the proceedings. 
*13, pp. 464-475. 
Unfulfilled promises and poor lines of communica-
tion hold may dangers. It is a simp le fact that they should 
not be allowed to exist in a modern concern. Their poten-
tial harmful effects are obvious. 
C. Seniority 
If job classification and wa ges are of great 
i mportance to the worker, seniority is not far behind. The 
reason for this does not usually include monetary factors, 
but socio-psychological factors. Respect and social posi-
tion are desires common to all and seniority becomes a sym-
" bol of one's standing~ The older worker feels he has earned 
the ~ight to something which shows his added years of work. 
Grievances concerning this topic may be divided 
into: 
1. Loss of seniority 
2. Calculation of seniority 
3. Interpretation of seniority 
Under the first, the only legitimate grievance 
would result from unfairly depriving the worker of his sen-
iority. If seniority is taken away from a man, it is usually 
for disciplinary reasons. Such matters are covered by the 
typical labor contract. The contract thus becomes the meas-
ure a gainst which the g rievance is placed. For example, a 
foreman or a disciplinary board recommends a man's seniority 
* 7, p. 24. 
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be reduced or taken away altogether, it is acted upon by the 
company. If the terms of the contract have been violated, 
a legitimate grievance exists. However, if the foreman or 
board was aware of the terms of the agreement, the conflict 
would have been avoided. 
The same may be held for the second and third. In 
cases where the union does not exist, company policy should 
be made to know everyone who is employed. 
The loss of one 1 sseniority can be very serious. 
Promotions and special privileges as well as monetary re-
wards are often attached to the length of time one has re-
mained with a company. In the railroading industry, many 
jobs are bid for on the basis of seniority. Calculations 
and interpretations are important to the worker for the same 
reasons. 
Because the contract is usually the authority in 
seniority cases, it is important to negotiate a clear con-
tract and to publicize the terms of that contract so that 
each of the parties to a possible grievance situation knows 
his grounds. Obviously, if all seniority grievances are 
measured a gainst the terms of the contract, there can be 
but one decision of what solution to apply--- either one 
or the other party is ri ght, and his view is · the one which 
should prevail. 
CHAPTER VI I 
SOURCES OF EMPLOYEE GRIEVANCES (CONTINUED) 
D. Promotion, Transfer and Discharge 
Promotion is a recognition of ability or service 
with a reward of a better job and hi gher pay. It is the 
hope of all tre workers on all levels to raise themselves 
to better positions. 
While a standard promotional plan is a useful 
thing , it is also the source of many grievances. Workers 
look forward to the time when their next raise is due and, 
when it is n ot forthcomin g , there is usually a co mp laint. 
If t here is no complaint, then the worker probably adopts 
the attitude of "why bother trying ." Even when there is 
no established plan for promotions, grievances arise be-
cause of a misunderstanding or misuse of the promotions. 
Grievances come from the following promotional 
problem sources: 
l. No promotion because of union activity. 
2. There are no cbances for advancement. 
3. Failure to promote on schedule. 
4. Others of less ability get promoted. 
Unlike a promotion, which is embraced, the trans-
fer (other than those made at the emp loyee's request) is 
usually avoide d and disliked. Grievances arise even when 
conditions are the same. Another illustration from Pigors 
and IV!yers is t he Deborah La rkin case where, i n essence the 
worke r did n ot want to t a ke any bu t her old job~ 
Status is a lso involve d in a transfer. Vmen a 
man move s to a ne w depa r t nent, h e mus t make all ne w a cquaint-
a nce s, e stablish hims e lf with the group . Such a ch ange is 
very inconvenient and sometime s actually difficult to ac-
.)}-~~ 
comp l i sh. 
Transfer grievances take the following for ms: 
1. Changed to a less skille d or lower p a ying 
job. 
2. Chane e to a less desirable job. 
3. Change to a less desirable shift. 
Discharges for various reasons may bring about a 
comp laint on t he part of the worker. Although it ma y seem 
a little incongruous to worry about a work er wh o is n o long-
er a ssociated with the comp any , t he f a cts may be misleading . 
Many strik es :tave been called over the discha r ge of a work -
er who f elt it wa s unju stified. 
E . General Working Conditions 
Grievan ces r e s u ltin g from condition s unde r which 
t h e e mp loye e work s may be divided into those which come un-
der safety and health and tho s e which come under a miscellan-
eous cla ssification. 
Safety an d health grievances fall into one of the 
following typ e s: 
~*'13, p . 325. 
-lH}33, pp. 119-132. 
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1. Toilet facilities inadequate. 
2. Unpleasant or unsafe conditions which 
could be corrected. 
c. Not enough time for personal needs. 
d. Lunch room facilities inadequate. 
e. Safety devices slow working or are 
actually unsafe. 
Those pertaining to health factors are, in view 
of state a nd federa l re gulations, often rratters of opinion 
wherein the more me ticulous type individual is seldom sat-
isfied with facilities designed for use by a large number 
of pe ople. Provisions for ade quate toilets, r e st periods 
and cafeteria space are usually made today. In other cases, 
however, there exists a definite condition which requires 
correction. Wh ere t here is a legitimate grievance, it is 
usually because someone has fallen do wn in keeping stand-
~ 
ards at t hei r proper level. If it is due to a failure of 
manag ement to provide such facilities, there is an excellent 
breedl n g ground for future discontent. 
The grievance co n cerning safety are very important. 
If t h e y are l egitimate, then adjustments should be made. 
Of coul"'se, some conditions are inherent in the type work. 
Thus a co mp laint about the dangerous operations in coal min- .. 
ing is insoluable. If, however, the complaint concerned the 
improper security measures taken, the grievance bas virtue 
and should be investigated and remedied. 
Safety is a large field in itself. While it is 
true that grievances may arise from such a source, it is al-
so true that such grievances may be the result of not know-
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ing why such safety measures are taken. Oftentimes the de-
vices which are for the employee's protection s e em to be 
useless or even harmful~ 
The miscellaneous classification includes such 
items as: 
1. Too much time waiting for rna terials. 
2. Overtime unnecessary. 
It is v er y difficult to anticipate this type gri ev-
ance. G-eneral conditions in the plant may be watched, but 
often a condition will develop without being noticed. In 
contrast to t his, a refusal to remedy a known situation 
ma y have serious consequences. 
"Workers in a foundry complained that 
drinking water was warm. Nothing was 
done about their complaints. It was 
learned that proximity to steam pipes 
warmed t h e drinking water. Moving the 
pipes a few feet in one or two places 
would have removed the cause of the 
complaint. But the maintenance depart-
ment was busy ••• 
Weeks and months passed with more and 
more comp laints about the warm drinking 
water. Finally a formal demand was drawn 
up for definite consideration by manage-
ment. But we eks passed and no word came, 
nor any cooling of the water. Finally, 
the men formed a committee and threatened 
strike unless the warm water was cool on a 
certain Monday morning . The mana gement be-
came alarmed and promised the -necessary im-
provements. But Monday morning came and the 
water was still war m. The men were told 
boiler reparrs had made it i mpossible to do 
the work over the week-end. The men set 
another date. Once more there was a slip-up. 
The men struck . 
*13, pp . 464-475. 
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Two days later the manage:n en t sent 
word to the men to return to work, that 
the water situation had been remedied. 
But the men had been holding meetings 
and had drawn up sixteen demands, in-
cluding .,the demand f'or cool drinking 
water.""'"' 
F. Collective Bargaining 
The grievances which f'all under this classif'ica~ 
tion can be divided into: 
1. Viola ti. on of' the con tract. 
2. Interpretation of' the contract. 
3. Settlement of grievances. 
Such grievances as these can arise through (1) dif'-
ferent interpretations of the contract or (2) outright viola-
tion of the contract. Obviously, there will be a strong re-
action if' management decides to ignore the agreement it has 
si gred. With such willful violations, grievances can be ex-
pected to f'ollow swif'tly. However, it has already been as-
sumed that both parties desire smooth relations, and, on that 
assumption, we can say that grievances which arise f'rom this 
source are due to a dif'ference of opinion on just what was 
meant when the agreement was written. 
Because these comp laints are concerned with the 
contract, tbey should be the concern of' higher mana gement. 
Violation of contract terms is a legalistic problem and 
should not be lef't to lower echelons. In guarding against 
discontent in this area, it is a gain pointed out that the 
~~ 
'1, p. 255. 
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contract should be clearly understood by all levels of 
both parties. 
Difficulties in interpreting the contract is seen 
in the already mentioned comp laints on the interpretation of 
of seniority and calculation of wages, for these are usually 
covered where a contract exists. The same guards app ly here 
as above: a clear contract and understanding of the terms 
on all levels. 
The grievance procedure is very important to both 
parties. In a survey made by the author (Chapter VIII), it 
was found that ever y c on tract cover e d the grievance procedure 
in detail. As a source of grievances, the grievance proced-
ure can be lessened by a pro gressive, positive pro gram to 
catch complaints before th~enter the procedural stage and 
to establish machinery which will process all grievances and 
fairly • . 
Specific accusations in this field will often take 
one of the followin g forms: 
a. The comp any is stalling . 
b. The company give authority to grant 
concessions. 
c. The comp any disre gards precedents and 
a greed-upon interpretations. 
d. The company fails to discipline super-
visors where it is necessa ry and has 
been promised. 
On the wh ole, there w.ill be few grievances on this 
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classification. Grievances tend to occur over specific points, 
such as wa ges, seniority, etc. 
"Only the very smallest number of griev-
ances a,re over explicit clauses in the 
contract; the overwhelming ~ajority of 
grievances deal with matters t hat are 
only imp licitly covered ••• 11 
G. Considerations 
In many of tiLe above cate gories, several points 
were brought up which need clarification. Many factors wbich 
tend to influence grievances are closely bound to the source 
and solution of grievances. Thus it is that the lack of in-
formation can cause a comp laint while in cases where tl~re is 
information, a grievance may be avoided. This is also true 
of other factors such as a clear contract, investi gation and 
training . These are conditions which influence all specific 
grievances. 
Besides causing or preventing a complaint, these 
~:actors may also aid in the solution of grievances. In this 
manner, investigation discloses all the facts upon which to 
base a solution; training shows the best way to handle griev-
ances, and so on. 
1. Information in General 
In all but a few of the different sources of griev-
ances, misunderstandin g due to a lack of information can de-
velop. Such misunderstandings are unnecessary and should 
not be allowed to come into existence. Modern business need 
not be run like a military organization where blind obedience 
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is deemed a virtue. The various methods of keeping the 
an p loyees informed of policies and condition s have no serious 
faul t. On the otrer hand, i t does promote better understand-
ing . The employee who feels fairly certain that the company 
will not act without considering him is more secure and less 
likely to become dissatisfied. 
It is equally as true tha ·t the emp loyee who is 
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kept in the dark is less likely to feel secure and more like-
ly to misunderstand the objectives and p olicies of management. 
These misunderstandings will lead to complaints. In till case 
of v1a ges for example, when the procedure for calculating one's 
pay is known, it is less likely tre re w.i. ll be unwarranted 
grievances over the amount received at t he end of the week. 
2. Cle ar Contracts 
In certain sources of grievances (such as wa ges and 
seniority), tre labor agr-eement assumes grea t importance. 
vVhen these contra cts are drawn up they become the authority 
in all the disputes whi ch they cover. Therefore, it is im-
p ortant tta t the terminology and clause are clear to all con-
cerned. Vague contracts lead to differences of opinion and 
disputes. On the other hand, a clear contract sets· a stand-
a gainst which these differences of opin ion can be measured 
and settled. 
a. Clear policies 
Where a written labor a greement does not exist, it 
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becomes i mportant for mana g ement to state its p olici e s clear-
l y and mak e .s ur e t h e emp loyees are notified of changes. Th is 
is necess a r y for the same re a s on a s it is necessary to h a ve a 
clea r contract. Even vmere a contract does e xist, it is .bene-
fici a l to ba ve some method of keeping the emp loyees up to 
date. 
3. Tra ining 
As a n influence on t he source of grievances, the 
training of foremen and other super:ili sory personne 1 can work 
a gre a t deal of good. Exclud i n g t h eir role in solving com-
plaints, there are still other advanta ges in training men in 
r efere nce to the grieva nce prob lem. The co mp laints centered 
a round s up ervisory method s and practices alone are worth the 
trainin g to avoid. The role of the foreman is such that he 
ma y , if trained and encoux aged , prevent grievances by antici-
p ating the m or b y solving them i n their e a rly stages before 
tte y become dangerous. 
4. Need for Inve sti gation 
Investi gation has b e en mentioned several times in 
the p receding c h ap ters. I t is a major factor in preventing 
and anticip ating grievances. Unless the si gns of a griev-
ance are looked for, unless there is some effort made to seek 
out those situ ati on s which g ive rise to g rievances, there is 
li t tle hope of catching t h em until after a real comp laint 
h a s developed. 
"The g:rievanc e is seen as a symbol of 
some maladjustment, and the skillful 
representative of the union or man-
a gement wi 11 seek out the real and 
submerged difficulties.'"'~ 
If a grievance is a sign of maladjustment, here 
a gain the most logical thing to do is reveal the real cause 
of the trouble by determining all the facts in the case. 
~~5' p. ?9. 
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CKI\PTER VIII 
GRIEVANCE SURVEY 
In an attempt to determine the extent to which in-
dustry actually handled grievances and the methods of anti-
cipation and prevention which were taken, the author designed 
and mailed to two-hundred New England manufacturing concerns, 
a questionnaire requesting certain information. 
The companies were limited to the manufacturing 
industry because that is where the grievance procedure is 
most widely used. The number of workers was employed as a 
criterion because it was felt that concerns having one-thou-
sand or more would be the ones having the most elaborate per-
sonnel machinery . 
The questions were designed to either determine 
certain individual facts, or work in relation with other 
questions to serve as a checking system or derive informa-
tion not asked for. 
The resp onse to the survey amounted to 88 returned 
questionnaire s or 44%. In a ddition , several firms answered 
either in part or politely declined to g ive out the infonua-
tion. However, since the survey was not intended to determine 
statistical averages, it is the information which is import-
ant rather than the absolute number of answers. 
In an accompanying letter (Appendix B), complete 
confidence was promised. Since much of the info~1ation was 
given on this basis, it is impossible to g ive firm names when 
citing examples. 
A . Analysis of the Survey 
Question #1: Are your employees represented by a union? 
This question was included to see just how the 
presence of a union in a plant affected the griev-
anc e procedure. The vast majority (58 - 12) of 
the plants were unionized. Their effect is taken 
up below. 
Question #1 (a): Union shop? 
Of those answerin g "yes 11 to question #1, 23 
answered in the affirmativ e and 30 ne gatively . The 
difference, as in all cases, is due to a failure 
of some to answer the question . 
Question #2: If the answer to question #1 was nyes": 
a. Does the contract cover grievances speci-
fically? 
The companies answered this question positive-
l y. There were no negative answers. The author 
takes this as an indication of the importance most 
companies and businesses attach to the problem. 
From the copies of contracts received, it is com-
mon to cover all details and set t he procedure rig -
idly. 
110 
b. Are there union stewards in your p lant? 
This t ime the answers we re a gain unanimously 
affirmative. An oth er indica tion that grievances 
are considered i mportant. 
c. Do you use prepared forms in your griev-
ance procedure? 
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Here the answers split 36 to 22. The purpose 
of asking this question was to see whether or not 
there was an i ndica tion of rigidity in the procedure 
and to check on the forrnality of the procedure. 
Question # 3: Type g rievances most common? 
As mi ght be suspected, wages received the 
greatest number of nominations. Seniority wa s 
sec ond an d work ing conditions third. The distri-
bution was 27, 9, 6 and supervision received 5. 
The fi gures are very misleading, however, A larg e 
number of returns spl~t their answers between t wo 
or more g rievances. Adjusting for this, wages 
would still lead, but work ing conditions is second, 
with seniority a close third. 
Question #4: 1\.. t what level are most g rievances settled? 
It was indicated that the first level (employ-
ee and foreman) was the most common. Nlany of the 
returns had variations of the printed levels, which 
a gain throws the answer off. These variations will 
be taken up l at er. 
Question # 5: Does your concern use: 
a. Suggestion system ••••••••••••• Yes ••• 32 ••• No •• 31 
b. B.mployment interview •••••••••• Yes ••• 61 ••• No •• 2 
c. Counseling interview •••••••••• Yes ••• 36 ••• No •• 25 
d. Separat l on interview •••••••••• Yes ••• 45 •• :.No •• l7 
e. Attitude survey •••••••.••••.•• Yes ••• 9 ••• No •• 54 
The question was asked to determine whether 
or not devices which could be used to study the 
grievance problem existed. The results show that 
most concerns have three or more sources of infor-
mation at their disposal if they want to use it. 
Question # 6: If any part of (5) was answered "yes", was 
there any way to apply the information to 
the grievance problem? 
This was one of the major questions in the 
survey. Its application to the thesis problem is 
obvious. In the returns, 26 concerns answered 
11 no 11 , 23 replied to the affirmative and 17 neglect-
ed to give any answer. Again, closer inspection 
shows some added information. Of the 23 that an-
swered "yes", 10 gave no indication of how the in-
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formation was app lied. These answers must be looked 
on with doubt. Furthermore, some of the methods 
of awlication were meaningless. 
Qu e st i on # 7: Are most grievances filed by union officials 
or rank and file? 
The split on this question was close ---
30 to 27. Internal comparison of the questionnaire 
showed those ba ving a union shop had a lar ge number 
of their grievances filed by the union officials. 
Question # 8: Is there a system of discussion with employees 
to anticipate grievances? 
Yes •••• 38 No •••• 22 
An investi gation of contract copies bore this 
out in part. Nfany committees did exist, but their 
main function was to handle grievances already 
filed. 
Question #9 : Do you consider grievances to be only t h ose 
complaints formally filed? 
Yes •••• 19 No •••• 47 
This indicates that most of the firms surveyed 
were aware that grie'vanqes can exist before they 
are written down. 
Question # 10: If (9) was "yes", do you record complaints? 
If "no", are they too minor? 
Those who did not consider a grievance until 
it was formally filed did not record the complaints 
because they thought them too minor. 
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Question # 11: Do you feel that many grievances are ima ginary? 
•••• unwarranted? ••••• 
The majority answered 11yes 11 to both questions. 
Statements such as 11 in view of factual information" 
and claims that the union was immature, accompanied 
some of the answers. 
Question //13: Meth ods used to study or anticipate grievances? 
The most frequent answer was a complete blank. 
The other answers ran from rather comp lete programs 
to such as "preventative safety pro gram." The ma-
jority bears out the author's premise that the 
study of grievances is neglected and few plans 
exist for the anticipation of g:rievances. 
Question # 14: Steps in your grievance procedure? 
The five step procedure leads all others. 
The interesting part about this question was the 
variations of the procedures with the same num-
ber of steps. 
B. Survey and Thesis 
The author feels tbat the information gathered 
from this survey supports r~s contention that there is not 
enough emphasis placed on grievances before the y reach the 
procedural stage, and not enough on preventing or antici-
patin g them. 
Question six showed there is no standard,system-
atic method of app~ying information to the grievance problem. 
Of greater value than the "yes" and "no" answers were the 
descriptions of the methods used. Many of these were rel-
atively useless, but a few disclosed that some thought had 
been e iven to the problem. Indications of this were systems 
of using the information in foremen meetings. This is mak-
ing the best use of facts which are already on file. Also 
described were methods of analyzing the separation interview, 
and so forth, and passing it on to department heads. How-
ever, even with these answers, the majority of the cases made 
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no use of the recor d s which almost all had. 
Th e attitude of the firms, as determined by the 
answers given to questions nine and eleven, showed that 
!llany were aware of the fact that discontent can exist in 
the p lant without a formal grievance being filed. However, 
it also showed that many considered grievances to be un-
warranted or i ma ginary. 
Question thirteen was, of course, the most import-
ant of all. It was here that many firms could not find a 
method to anticipate or study grievances. The most frequent 
answer was a blank indic a ting the firm had no such methods. 
Again, however, the answers given were of the greatest inter-
est. The use of a conference was often mentioned. These 
meetings took place along many lines, but the most of them 
included foremen. While this seems to a gree with the auth-
or's plan, checking with the copies of the contracts which 
accompanied the returned questionnaire sho wed that these con-
ferences were part of the procedural sta ge. The same con-
dition was true in question ei ght where it was asked if 
there wa s a method to anticipate grievances by discussion 
with the e mp loyees. 
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CHAPTER IX 
'IRE COMPLETE GRIEVANCE PROGRAM 
In the fore going material there has been presented 
as p ects in the grievance problem which are considered to be 
neglected. The author sees a complete grievance program as 
consisting of two phases: (l) The primary, or the one in 
which t he grievance can be anticipated, prevented, or 
lessened and (2) the secondary or procedural stage. 
It hardly needs pointing out, that all the points 
discussed were those which could be considered to have a dual 
purpose. Both anticipation (which implies prevention) and 
a firm understanding of the entire problem were the expected 
results. 
However, these considerations have the common 
element of viewing the grievance as a future possibility. 
Since we cannot close our eyes to the fact that grievances 
do not remain forever a potential thing , but rather do occur 
and therefore must be handled, we must face the oth er side 
of the coin, the existing grievance. 
Lest a mistak en opinion be formed, it is pointed 
out that while the emphasis of t h e chapter is dedicated to 
what a mounts to grievance procedure, the author .is not 
hedging on his orig inal premise that all those things which 
go before procedure are just as important , if not more so. 
ProcedLJ.re is obviou sly the court of last resort. It is a 
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reac t io n t o the cu rrent fascination with grievance machinery 
that this thesis is presented. By the same tok en, it can 
n e ither be i mplie d nor stated that p r o cedure is s eco n da ry 
a n d t herefore relatively unimportant. Grievances must be 
considered in t heir entirety and as a result, so must a 
g rievan ce p ro g r am . 
Tne phrase "steps in t he g rievance p roce dure" has 
become repugnant because of wha t it i mplies. As S elekman->: 
note s , t h e limimtions of a legalistic approach are deadening 
t o the whole process. From another point of view, this 
business of "reducing " grievances to writing i mposes restric-
t ions which not only m~~e for narrow considera t ions, (Selek -
man's view), but on the other hand , tend to reduce the entire 
problem to a matter of strict procedure. This in turn 
concentrates attention on those very steps and i gnores all 
other elements. 
A. THE PRIN~RY PHASE 
Thus far t he thesis has to uche d upon the ma t ters 
which go to mak e up steps to be taken before before the 
g rievance h as cry staliz ed into an open d i f ference of opin ion 
be twe en the employee and the employer. Tb.is phase is 
characterized by an attempt to avoid all those g rievances 
which can be reasonably be averted. 'Ih e !treasonably averted" 
-::17, p .54 
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phrase precludes the complete deference of management to the 
employee's demands. Each side of the matter has certain 
rights which they will not and should not yield to the other. 
'Ihe primary phase may be compared to plans made to 
prevent some event from occurring. TI~e secondary then becomes 
the actions which do take place when the event happens. This 
phase makes an attempt to stop grievances before they happen 
by the elimination of sources of conflict, by studying the 
nature of grievances ~nd by tru{ing steps to provide for the 
factors favorable to a lessening of the effect~ of grievances. 
1. Anticipation and Prevention 
In this first phase a logical process of discover-
ing and studying grievances has been followed. The objectives 
of the process have been discussed and shown to be of import-
ance. This, in relation to the problem as a whole, has great 
significance. It is reasoned as follows: Because of their 
disruptive effects on the relationship of labor and management 
g rievances must be considered to have importance to both the 
employee and the employer. If it has importance, it should 
be studied so that the problem can be lessened or controlled. 
'Ihus it is that we come to the basis for the thesis. 
Grievances, when they are anticipated, may be 
eliminated to a certain extent. If they are eliminated, this 
in turn makes the rest of the program of little importance. 
The series of stages which grievances go through are: the 
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cau se f or t he grievance, t he feel i n g of imposition on the 
p a rt o f the wo r ke r, t h e proces s o f ma k ing the grievance . 
k n own , t be procedure wher e by the emp loyee me ets wi t h manage-
men t to try to settle the grieva nce, and finally , the ac-
t ua l dis p ositi on of the grievance. Each of the se stages 
p rovi de s a ch ance to settle the co mp laint. 
I f t h e cause is found and eliminated, so is t h e 
comp laint and all the work and hard fe e ling which would . 
come into existence if it were not found. Preventing the 
work er from feelin g as t h ough an injustice were committed 
a gainst him prevents t h e g rievance from crystallizing . 
St ep s taken prior to the process ofcalling mana gement's 
a t tention to the rna tte.r i s the very best of cooperation 
with t he emp loyee and enli ghtened labor relations. 
The meeting with ma n a gement is the very last 
step in t he whole p roc e ss where a grievance ma y be set-
t l ed . 
From t h ese points it is a p parent tha t the antici-
p a tion a n d pr eve n t i on bec ome ob jectives of p rimary valu e to 
t he p roblem as a whole . 
2. St u d i e s a nd Devices 
If anticip ation and p r e ven tion ha ve i mp ortance, 
t hen t he device s which brin g them a bou t necessarily have 
i mportance too. To t h e p ro b lem as a whole, t h e methods 
of stu dy ing t h e p roblem a r e t h e as s ura nces o f the proper 
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or ganization of the study for go od r esults. 
The central idea of t h e p rimary phase is to se ek 
out, and be p r epare d to treat, any grievanc e whi c h comes 
or is coming into existence. I f t h is is to be accomplished, 
some t hing must be kn01.m about the nature of grievanc es and 
thei r respons e to the corrective mea s ure s. This determin-
i n g of t he nature of a grie vance is brought about by study. 
Study i n turn is aided and controlled by t he methods or de-
vices used. 
Be cause the s tudy covers t he entire development 
o f the grievan ces, from source to settlement, the facts 
whi ch are de termi ned can be ap~ lied to both pha s es of the 
grievance procedure. S t udying device s therefore fit i n to 
the p roblem as a who le by supp lying an orderly body of 
knowledge to all sta ges of the de ve lopment, t hereby aiding 
t he entire process. 
The elimination of hap hazard me thod s is essential 
to this fi r st phase . By its very nature it dea ls with the 
les s concre te facts. Oftentime s the subject o f study will 
be mere p otential grievances. F or t he se reasons, it is vi-
t a l to have meth ods which control and direct attention into 
the p rop er c hannels. 
3. Training 
Insofar as t he pri mar y phase of grievanc e s is con-
cerned, tra i ni n g holds an i mportant p lace. Labor relations 
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a re today reco gnize d as a comp lex problem, and, as with all 
involved situations, the trained men are needed to hold key 
p ositions. Foremen hold such jobs and in their capacity as 
leaders, have the opportunity to foresee , reduce or elimin-
ate grievances before they reach major proportions. To do 
this, however, they must have the training. 
a. Labor Rela tions Awareness 
The first thing these men must learn is what their 
position means in terms of handlin g men. The typical fore-
man has close daily contact with his men during which he 
must deal with a multitude of p roblems. One of the major 
areas in which the foreman will be given instruction is the 
wa rning si gns of grievances. This of course is vital to the 
p rimary stage. The other areas which training may cover are 
the handling of the workers so t here are fewer complaints 
about supervision, the study of grievances , the a pplication 
of corrective measures and process of starting new men off 
on the ri ght foot so that no grievance will later come up 
because of poor induction. 
b. Interp retation of the Contract 
In the chap ter on the sources of grievances, many 
of the different types of grievances were intimately bound 
to the terms of thelabor agreement. It was pointed out that 
the foreman had a need to know the implications of the con-
tract. In his everyday dealin gs with the workers, the fore-
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man is called upon to make many decisions affecting rela-
tionsh i p s the emp loyer s have with the employees. The se 
may well result in an inf ringement on the worker's ri ghts. 
1hereupon a grievance i s born. 
Si nce the a greement is a form of authority to 
which mana gement or la bor resorts to uphold its claims, 
comp lete knowledge is necessary. Training is the only 
me t h o d to instruct the lower supe rvisory levels on the 
matter . Personnel or Labor Re l a tions department represent-
atives provide the best instructors. It is also suggested 
t hat f oremen be al l owed to discuss the terms o f an a gree-
ment before it is ne gotiated. This not only promotes in-
te re st, but it also pr ovides a n e x cellent time at which to 
p oint ou t the e x act meaning of t he a greement terms. 
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AP PENDIX A 
A CLASSIB, ICATION OF Er PLOYEE GRI E VAN CES 
A. WAGES 
A CLASSI F ICATION OF ET'.'IPLOYEE GRIEVANCES 
1. Demand for individual wa g e adjustment 
a : Emp loyee feels he is not s etting what he 
is WOJ..->th 
b. Individual's job paying less than a com-
parable one 
2. Job classification 
a. Job worth more than it pays 
b. Deserves to be up graded 
3. Incentive systems 
a. Con ol ic8. ted method of fi guring pay 
b. Piece rates too low 
c. Piece rates cut m1en production increases 
4. T·Fiscellaneous 
a. Mistakes in calculatin g pay 
b. Inconsiderate methods of paying off 
B. SU PERVISION 
1. Complaints a gainst discipline 
a. Foreman picks on him 
b. Company had it in for him because he was 
a unionist 
c. Mistakes due to inadequate instruction 
2. Objection to a particular foreman 
a. Foreman plays favorites 
b. F oreman is trying to undermine union 
c. Foreman i gnores comp laints 
3. Objection to general method of Supervision 
C. SENIORITY 
a. Too many rules and regulations 
b. Rules and re gulations not clearly posted 
c. Supervisors and/or time study men do too 
much snooping 
d. Promises not carried out 
e. Workers unable to communicate vdth hi gher 
management 
1. Loss of Seniority 
a. Unfairly deprived of seniority 
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2. Calculation of Seniority 
a. Emp loyee feels he is due more seniority 
3. Interp retation of Seniority 
a. Clause in con tract unfairly interpreted 
D. PROiv!OTION_, TRANSFER AND DISCHARGE 
1. Promotions 
a. Seniori~ clause violated 
b. No promotion because of union activity 
c. There is no chance to be promoted 
d. Others of less ability promoted first 
2. Transfers 
a. Employee forced to take a less skilled 
job (or lowe r payin g ) 
b. Employee forced to t ake a less desirable 
job 
c. Emp loyee forced to go on a less desirable 
shift 
3. Dischar ge 
a. Emp loyee penalized unfairly or too seve rely 
b. Company wanted to get rid of him for union 
activity 
E. GENERAL WORK I NG COND ITIONS 
1. Safety and Health 
a. Toilet facilities inadequate 
b. Unpleasant or unsafe condi tions could 
be corre cte d 
c. Not enough time for personal needs 
d. Lunch room facilitie s inadequate 
e. Safety devices slow work or are actually 
unsafe 
2. Miscellaneous 
a. Too much time waiting for materials 
b. Ove rtime unnecessary 
F. COLLECTIVE BARGAINING 
1. Violations of contract 
2. Interpretation of contract 
3. Settlement of grievances 
125 
126 
APPENDIX B 
LETTER AND FORM U SED IN GRI EVAN CE SUR VEY 
Dear Sir: 
I am currently working on a thesis to be submitted in partial 
fulfillment of the requirements for the degree of Master of Business 
Administration et Boston University. This thesis will deal with employee 
grievances in industry. The purpose of the enclosed questionnaire is to 
determine certain general facts and opinions in regard to the subject. 
Because insufficient time and funds prohibit extensive per-
sonal interviewing, the only feasible means ofgathering original infor-
mation is the survey. To be effective, such a survey requires a high 
percentage of answers. 
In designing the questionnaire, simplicity and ease of anBlfer-
ing were the primary considerations. The majority of the questions need 
only to be checked. 
Any material which you may be able to provide in the form of 
case histories, copies of contracts, forms or statistics will be greatly 
appreciated. If you wish to add anything concerning grievances not cov-
ered in the questionnaire, please feel free to do so. 
All information will be regarded as strictly confidential. 
Neither your name nor that of your company will appear in any way. 
Yours very truly, 
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1. Are your employees represented by a union? Yes ••• No ••• 
a. Union shop? Yes ••• No ••• 
2. If the answer to question (1) is "yes": 
a. Does the contract cover grievances specifically? Yes ••• No ••• 
b. Are there union etewards in your plant? . Yes ••• No ••• 
c. Do you use prepared forms in your grievance 
procedure? Yes ••• No ••• 
d. Do you consider your employees' union strong? Yes ••• No ••• 
3. Type a grievance most common: 
a. Working conditions • •••• •••.• % d. Promotions • •••• ••..• % 
b. Seniority ••••• ••••• % e • Supervision ••••• • •••• % 
c. Wages • •••• ••..• % f. Transfers • •••• ••••• % 
4. At what level are most grievances settled? 
a. Between supervisor and employee ••••• 
b. Between supervisor and shop steward ••••• 
c. Union business agent and plant manager •• •• • 
d. Higher management and union represent. • •••• 
e. Other (explain ••••••••••••••••••••·•·•••••••••••·•·~···••••••• 
5. Does your concern use: 
a. Suggestion system Yes ••• No ••• 
b. Employment interview Yes ••• No ••• 
c. Counseling interview Yes ••• No ••• 
d. Separation interview Yes ••• No ••• 
e. Attitude survey Yes. •• No ••• 
6. If you answered "yes" to any part of question (5), do you have any method of 
applying information gained to the grievance problem Yes ••• No ••• 
(If your answer is nyes", indicate how on the reverse side) 
1. Are most grievances filed by union officials? •• •• Rank and File members? .... 
8. Is there a system of discussion with employees to meet and anticipate 
situations causing friction? Yes ••• No ••• 
9. Do you consider grievances to be only those complaints formally filed? 
Yes ••• No ••• 
10. If answer to (9) is 
for future study? 
11Jes", do you have a system of recording complaints 
Yes ••• No ••• If "no", are complaints too minor? 
Yes ••• No ••• 
11. Do you feel that many grievances are 
Unwarranted? Yes ••• No ••• 
12. Are your employees predominantly: 
a. Skilled ••••• Unskilled 
b. Men ••••• Women 
c. Clerical ••••• Shop 
d. Time ••••• Piece Work 
imaginary? Yes ••• No ••• 
••••• 
••••• Number of emplqyees ••••••••••• 
••••• 
••••• 
13. Methods used to stuqy or anticipate grievances? 
14. Steps in your grievance procedure? 
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